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CHAPTER I 



THE PROBLEM 
Introduction 

The average Naval Officer, whether of the line or of 
the staff corps, is trained almost entirely, so far as 
personnel management is concerned, in the administration of 
military personnel* The major sources of officer candidates 
are the United States Naval Academy in Annapolis, and the 
fifty-two Naval Reserve Officer Training Corps Units in vari- 
ous colleges and universities. The training in both courses 
prepares the young officer for the Initial billet of Division 
Officer afloat, an administrative position largely concerned 
with military personnel and training. And this training 
given the young officer is proper, for the average officer 
spends his first tour of commissioned duty, a period of from 
two to seven years, on a ship of the United States Navy. 
Indeed, a goodly peroentage of his entire Naval career is 
spent on duty afloat. 

On such duty, the Naval officer is in a strictly mili- 
tary world, his execution of personnel management having to 
do either with junior officers or with enlisted personnel. 
Contrary to popular belief, the Naval officer who is success- 
ful in the administration ol military personnel employe the 
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same principles of good personnel management used by the suc- 
cessful executive in civilian industry* The days of "wooden 
ships and iron men” have long since disappeared, and the 
modern American bluejacket is an intelligent and skilled indi- 
vidual, who responds to the same motivations as the intelli- 
gent and skilled employee in civilian industry* 

But what happens when the officer gets those long 
awaited orders to shore duty? He will probably be stationed 
at a large shore activity staffed almost entirely with civil 
service personnel* His enlisted men will be replaced by 
civilian clerks, and his chief petty officers by civilian 
supervisors. Thus he finds himself in a strange new world of 
performance ratings and Job sheets, of grievances and periodic 
salary Increases, of NCPI and Civil Service Commission regula- 
tions* The officer will likely find himself confused, and 
come to depend more and more on his civilian supervisors to 
perform those personnel management duties which he himself 
should be performing. In this way he will have abdicated e 
portion of his executive responsibility* 

The Problem and Its Importance 

Hence the Naval officer ashore la concerned with the 
application of familiar personnel management principles to an 
unfamiliar situation* His greatest problem is mastery of the 
procedures established by law for the administration of civil 
service personnel* VI thin this framework of rules and 
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regulations, the same principles or personnel management em- 
ployed with military personnel may be used to solve those 
personnel problems which arise with civil service employees* 
However, the understanding of these procedures and a recogni- 
tion of the problems likely to arise in their application is 
a time-consuming process* In the meantime, the officer may 
be actually solving personnel problems improperly, although 
with good intentions, to the detriment of the organisation* 
And when It is remembered that at the present time there are 
more than 100,000 graded civil service employees in the Naval 
establishment, all of whom are directly or ultimately under 
Naval officer supervision, the problem multiplies* One 
civilian employee was heard to say, "For the first six 
months the officer did more harm than good, for the next six 
months he didn> t do any harm, for the rest of the time he 
did us a lot of good, but at the end of two years Ue was 
transferred and now we have to go through the same process 
again. N And as another civilian supervisor expressed to the 
writer, "It's not the personnel problems we have with the 
employees# but the management problems we have with the 
officers that give us the headaches." 

Purpose of the Study and Method of Attack 

The purpose of this study is to prepare a document 
which will assist the Naval officer concerned with the ad- 
ministration of graded civil service employees to arrive 
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more quickly at that point wnere "he did us & lot of good.** 

An analysis will be made of procedures in the following six 
areas ol personnel management with which most problems of 
daily employee -management relations are concerned in Naval 
shore activities * 

Position Classification 
Recruitment and Employment 
Performance Ratings 
Promotions and Demotions 
Leaves of Absence 

Disciplinary Action, Grievances, and Appeals 
Some of the problems which arise in the application of those 
procedures will be dlseusaed, and guide-posts of action will 
be pointed out. thus, it is the purpose of this thesis to 
provide the Naval officer with a brief digest of ready infor- 
mation and suggestions to assist him in the personnel manage- 
ment of graded civil service employees in Naval shore 
activities. 

Limitations of the Study 

While there are many areas of personnel management, 
this study is confined to those six areas which seem most 
important in day-to-day employee-management relatione. It is 
felt that a survey of the procedures and problems in these 
six areas will provide the basic personnel tools necessary in 
the administration of graded civil service employees In 
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the Navy. 

A second limitation to this study la that it Is con- 
lined to a discussion or the procedures and problems as they 
affect graded civil service employees and does not Include 
the non-graded civil service employees of the Navy. While 
similar* the procedures arresting non-graded employees are of 
sufficient difference to necessitate their exclusion. The 
distinction between graded and non-graded employees is 
discussed in Chapter III. 

The last limitation to the study is that no attempt is 
made to cover those provisions of procedure which apply only 
in the rare ease. It Is felt that* for the purposes of the 
study* such exceptions would tend to confuse* rather than to 
clarify the problem. 

Organisation of Hemalnder of the Thesis 

In the presentation of this thesis, the remainder is 
organised as described in the following paragraphs. 

Chapter II is a review of current definitions of 
"Personnel Management." A number of definitions of the term 
as given by leading authors and industrialists are discussed 
and compared. The definition as established by the Navy 
Department is studied. A working definition of "Personnel 
Management" as it la used in this study is developed. And 
finally the specific objectives of personnel management are 
discussed. 



6 



In Chapter III, the question, "Why Civilian Employees 
in tne Navy?" is discussed. Four basic reasons are given 
for the employment of civil service personnel rather than all 
military personnel at Naval shore activities. The distinc- 
tion between a graded civil service employee and a non-grade d 
one is made in this chapter. 

The Navy 1 s industrial relations establishment is wide- 
spread and complex. A knowledge of its organisation and 
functions, particularly as they relate to the Individual 
Naval shore activity, is mandatory lor any Naval officer 
responsible lor the administration ol civil service personnel. 
These subjects are discussed in Chapter IV. 

Chapters V through X are devoted to a discussion of 
the six areas of personnel management, each chapter being 
concerned with the area indicated t 

Chapter V - Position Classification 
Chapter VI - Recruitment and Employment 
Chapter VII - Performance Eatings 
Chapter VIII- Promotions and Demotions 
Chapter IX - Leaves ol Absence 

Chapter X - Disciplinary Action, Grievances, and 
Appeals 

Within each area, the personnel management procedures 
Involved, as prescribed by Federal law. Civil Service 
Commission Regulations, and Navy Department Regulations, are 
discussed. Problems likely to arise from the application ol 
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these procedures, and solutions available at the local activi- 
ty level are also discussed. The viewpoint is that oi the 
officer in an operating department, rattier than that of the 
Industrial Relations Officer. 

Chapter XI concludes this study with a summary of 
basic personnel management principles and policies applicable 
to the administration of graded civil service employees with 
emphasis on the policies of the Havy Department. 



CHAFTEH II 



PERSONNEL MANAGEMENT 



Gantral 



before discussing procedures of personnel management, 
it Is most appropriate to define the term and determine the 
objectives of these procedures* This vill avoid a problem 
similar to that of the three blind men who described the 
elephant* Each assumed that it was like the particular part 
he had felt— a leg, the trunk, a side— and thus each had a 
different definition or description of the beast, resulting 
in a confusion of words* 

While this thesis is concerned with a phase of person- 
nel management in the Naval establishment, this discussion of 
definitions and objectives will be based mainly on civilian 
sources— the leading authors and industrialists in the field* 
But this Is not Improper, for, as the Cushmans, who have 
served In both civilian and Naval organisations, have said: 

•••the supervisor’s Job, as far as dealing with 
problems of human engineering is concerned, is essen- 
tially the same everywhere* The nature of the indus- 
try or business seems to make little or no difference 
in matters that relate to dealing with people* Human 
nature is much the same wherever people are employed* 1 



Hrank Cushman and Robert W. Cushman, Improving Super - 
vision (New York: John Wiley and Sons, Inc., I9I4.7 ) , p. X. 
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Since biie First World War, that la, within the last 
thirty years, there has been an increasing emphasis on the 

personnel function, both within civilian industry and within 

2 

t.overnment. Why? Pigora and Myers, in their discussion of 
this matter, have listed the following as reasons: 

1. Labor shortages of the First World War* 

2. The growing attention by management to the welfare 
of employees. 

3. The scientific management movement inaugurated by 
Fredrick W. Taylor. 

4. The spread of unionism. 

Increasing government Intervention In employee - 
employer relationships. 

6. Personnel research using the social sciences of 
psychology, sociology, anthropology, and economics. 

7. The labor problems of the Second World War. 

To these may be added, as suggested by another writer, the 
technological changes in industry, commerce, and communica- 
tions The employee- employer relationship has changed 
greatly with the rise of mass industry and the expansion of 
government. 



Definition 

But what Is this thing called personnel management (or 
personnel administration as it is often called) and what does 



2 Paul Plgors and Charles A. Myers, Personnel Adminis - 
tration (Hew York: McOraw-Hill Book Company, Inc., 1947)# P* 4« 

^Michael J. Juclus, Personnel Management (Chicago: 
Richard D. Irwin, Inc*, 194777 p. 12. 
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It encompass? There can be found as many definitions as there 
are writers on the subject, ao it will be worthwhile to con- 
sider a few at this time. 

Yoder uses as his definition the following: 

Personnel Management is that phase of management 
which deals with the efficient control of manpower, as 
distinguished from those phases which are concerned with 
all other sources of power. 4 

An industrialist, Thomas 0. Spates, has given as his 
definition: 

Sound personnel administration means so organizing 
and treating people at work that they will utilize their 
maximum capacities, thereby attaining maximum personal 
and group satisfaction and rendering their maximum ser- 
vice to the enterprise of which they are a part. 5 

An experienced personnel executive, Lawrence A. Appley, 
President of the American Management Association, has a simple 
definition, "Personnel administration is that activity of 
management which deals with human re sources 

The Department of the Jfavy has published as a defini- 
tion, "Personnel administration may be defined as the science 
of getting things done through the planning, supervision, 
direction and coordination of human activity."^ 

^Dale Yoder, Personnel and Labor relations (New York: 
Prentice-Hall, Inc., I94i ) , p. 2".’ 

^Thomas 0. Spates, "An Objective Scrutiny of Personnel 
Administration," Personnel Series Number 79 (New York: 
American Management Association, l944i» ~P« v* 

^Lawrence A* Appley, "The Significance of Personnel 
Administration in the Modern Corporation," Personnel Series 
Number 111 (New York: Amerioan Management Association, lvij-t) , 
P* 5* •» 

’ Personnel Administration (Washington: Bureau of Naval 
Pars onnei , Department' of We ' Navy, 1949)* p« ii* 
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And at the risk of undue length, a quotation from 
another authority! 

personnel administration Is the planning, supervision, 
direction, and coordination of those activities of an 
organisation which contribute to realising the defined 
purposes of that organisation with a minimum of human 
effort and friction, with an animating spirit of coopera- 
tion, and with proper regard for the genuine well-being 
of all members of the organisation. 

Thus it may be seen that, while each of the authori- 
ties quoted above has emphasised certain different facets of 
the subject, they are all quite close in their thinking* The 
essence of what is meant by personnel management, and a 
definition which serves to summarise the concepts discussed 
above, is contained in the following by Juoluss 

Personnel management is the field of management which - 

1. gas to do with planning, organising, and controlling 
the performance of various activities concerned with 
processing, developing, maintaining, and utilising a 
labor force such that 

2. The objectives and purposes 

a* For which the company is established are attained 
as effectively and economically as possible, and « 
b. Of labor itself are served to the highest degree. 

This will be taken as the definition to be used in 

this study, the only modification necessary in ordor to apply 

it to the Naval situation is to substitute "Naval Activity” 

for "company.” 



Ordway Tead and Henry C, Metcalf, personnel A dnd.nl « - 
tratlon (Saw York: MeOraw-Hill Book Company, Inc . , 19^3)’, 

P* o 

Jucius, 02# clt . , p. 7* 
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Objectives 



According, to ?Jebster»a Dictionary* an objective la *an 
alia or end of action; point to be hit or reached* " Mooney 
and Reiley say much the same thing in, "An objective is only 
another name ior a human aim or purpose, and it can be justi- 
fled only by the worthiness of its purpose." 10 

What are the objectives of personnel management pro- 
cedures? They have been hinted at by all of the definitions 
quoted in the section above, but they have been well stated 
by one authority in the following: 

The objectives of Personnel Management, Personnel 
Administration, or Industrial Relations in an organiza- 
tion is to attain maximum individual development, 
desirable working relationships between employers and 
employees, and employees to employees, and effective 
molding of human resources as contrasted with physical 
resources.*! 

In a discussion of the principles of personnel manage- 
ment, Mooney and Reiley have pinpointed these objectives even 
finer: 



These principles all have the definite objective of 
man building. Any system of personnel management that 
swerves from this aim and purpose is likely to produce 
results that will be negative and disappointing.* 2 



!°James D. Mooney and Alan C. Reiley, Onward Indus try i 
(Hew York: Harper and Brothers, Publishers, 19 ) , p. xiil . 

alter D. Scott, Robert C. Clothier and William R. 
Spriegel, Personnel Management (New York: McGraw-Hill Book 
Company, Inc. , 194& ) , p . o. 

^Mooney and Kelley, op. clt ., p. £>22. 
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Thus it may he concluded that the objectives of per- 
sonnel management procedures are concerned with the maximum 
utilization of the human resources of the organization in 
the accomplishment of the objectives of the activity* It is 
in this field of human engineering that the greatest advance- 
ment may be made by any supervisor, civilian or Naval. 

But it must be clearly understood that, in a Haval 
shore activity, the responsibility for the performance of the 
personnel function does not rest entirely with the Industrial 
Relations Department* This is a concept erroneously held by 
so many supervisors, both Naval officers and civilians* The 
Industrial Relations Department is a staff organization 
whose function is to recommend. Interpret, advise, and counsel 
the operating departments in trie performance of the personnel 
management procedures. The concept involved has been well 
stated in the following passage: 

It has been repeatedly affirmed that, no matter how 
capable the members of the personnel staff may be, no 
matter how excellent the plan on which the activities 
are based, the personnel program cannot be successful 
unless the line organization ie * doing a good personnel 
job at the workbench. * Therein lies the major clue to 
the proper relationship between the line and staff 
organizations in the matter of personnel policy and 
practice.^ 



"Row to Establish and Maintain a Personnel Depart- 
ment, " Research Report Humber jj. (Hew York: American Manage- 
ment Association,' IwiT, pp.' 3 . 2 - 13 • 



Hence It Is the individual supervisors and executives, 
civilians and Naval officers, who will be responsible for 
the success of the personnel program. This must be borne in 
mind by every Naval officer charged with the administration 
of civil service personnel, personnel management is basically, 
as Appley emphasised, "A management activity and a manage* 
ment responsibility."^ 

To conclude then, personnel management procedures in a 
Naval shore activity are concerned with the performance of 
those activities necessary to attain the maximum utilisation 
of the human resources, the labor force, in order to accom- 
plish the objectives of the activity and of the employees. 

In the Naval establishment the accomplishment of these ulti- 
mate objectives will result in an effective fighting fleet for 
the preservation and defense of the United States. 






Appley, 0£j. cit., p. 
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CHAPTER III 



WHY CIVILIAN PERSONNEL? 

Advantages of civilian Personnel 

Why does the Navy, a military organisation, employ 
large numbers of civilian personnel In its shore activities? 
Cannot the Navy accomplish its military objectives using only 
military personnel? The answer to that question is a 
definite "No!" 

Civilian employees are a vital component of the Navy's 
total resources of manpower in both wartime and peacetime. 1 
Indeed, at the end of World War XI, the Navy had about 752,000 

p 

civilian employees* They presently range from nuclear 
physicists to elevator operators. The variety of positions 
they fill is tremendous. They are the technicians at the 
drafting boards, the key civilian administrators, the cleri- 
cal workers in Navy offices, and the skilled artisans in Navy 
3 

Industrial activities. They are employed at Naval shore 
activities both in the continental United States and in 



Personnel Administration (Washington: Bureau of Naval 
Personnel, Department of the Navy, 19l;9), p. 51. 

2 

63d Annual Report , United States Civil Service 
Commission ( w ashingicn: Uni ted States Government' Printing 
Oiilce, 19H6), p. 2. 

^personnel Administration , op. clt ., p. 21. 
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hundreds of stations throughout the world. They represent 
many nationalities, races and creeds. 

Specifically, there are four distinct advantages in 
the employment of civilian personnel in Naval shore 
establishments: 

1. In numerous cases, they possess specialised techni- 
cal and administrative training and knowledge not available 
among military personnel. An example of this would be a 
specialist in achievement test construction employed at the 
Naval Examining Center in Norfolk. 

2. They promote the stability of the Navy*s work 
force ashore, and provide a nucleus of trained personnel for 
expansion In an emergency. Most Navy employees are local 
people who are Interested in their jobs, in their organiza- 
tions and in their communities. 

3* The more civilians used in non-military jobs, the 
greater is the number of military personnel that can be re- 
leased for assignments requiring military skill. ^ 

4* They provide continuity of administration in an 
organisation of frequently changing military personnel. The 
military come and goj the civilians provide permanency. 

Definition of a Graded Employee 

There are two major groups of civil service employees 
in the Navy — graded and ungraded. The ungraded employees are 
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the "blue collar" workers. They are divided into lour groups, 
as follows:^ 

Group I — common laborers and other unskilled workers 
(this group is gradually passing from use). 

Group II — Skilled laborers and helpers in the crafts 
and trades. 

Group III -« - Skilled mechanics and craftsmen. 

Group JVa — Supervisors over Groups I, II, and III 
(Shop Masters, Foreman, Quartermen, Leadingmen, etc.) 

The pay of nearly all ungraded employees is sot 
locally and is based on hourly rates. These employees were 
formerly paid by the day, so they are still sometimes referred 
to as "per diem" employees. The ungraded positions are not 
subject to the Classif ication Act of 19ii9 (Public Law 2 *29* 8lst 
Congress). The bulk of these positions are at Kaval Industri- 
al activities and almost all are in the field sei'Vice (out- 
side of Washington, D.C.). 

The graded employees are the "white collar” workers, 
oomposed of persons in clerical, administrative, fiscal, pro- 
fessional, scientific, protective, and custodial positions. 

They Include attorneys, clerks, typists, personnel officers, 
economists, chemists, guards, messengers, charwomen, and 
people in thousands of other positions.^ These employees 

^position Classification Handbook (Washington} Office 
of Industrial Relations,' Department or the Navy, 1950), p. 3* 

^Carl Scott, Uj, SN Government Jobs (New York: Arco 
Publishing Company, Ino., 1^50), p. 19^ 
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occupy Group IVb positions and are subject to the Classifica- 
tion Act of 19i*9, which requires that they be placed In 
grades established by that act # i They are paid on an annual 
salary basis according to rates set by that law. Thus they 
are sometimes called "per annum" employees. 

As stated in chapter I, this study will concern itself 
with personnel management procedures only ac they are used 
in the employment of graded civil service employees. The 
procedures used with ungraded employees, while similar, differ 
in numerous respects, and cannot be included in this 
discussion. 



Position Classification Handbook , op. clt .. p. 3. 
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THE NAVY»S INDUSTRIAL RELATIONS ORGANIZATION 

Tno United states Civil Service commission 

While not a part of the Navy, the United States Civil 
Service Commission must be the starting point of any discus- 
sion ol the industrial relations organisation concerned with 
civil service employees. 

The United States Civil Service Commission was estab- 
lished by the Pendleton Act of 1883 as • step toward remov- 
ing the " spoils system" of federal civil service appointments . 
The Commission is a bipartisan board whose three members are 
appointed by the President with the advice and consent of the 
Senate.^ From an original negative conception of eliminating 
politics in appointments, the Commission has come to play the 

leading role in a positive and broad personnel-improvement 
2 

program. 

The Commission Is responsible for advising the Presi- 
dent on civil service rules, establishing policy, drafting 
new laws, and the supervision of its field activities. Thus 

111 lam E. Mosher and J. Donald Kingsley, Public 
Personnel Administration (New Yorks Harper and Brothers. 

tebiliKer s7 W)7pT'71i. 

o 

‘John H. Porgueon and Dean E. McHenry, The American 
System cf Gover-ment (New Yorks McGraw-Hill Boole Company, 

Inc., iW/TTpV kW* 

- 19 - 
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It represents the President in the administration of Civil 
Service Regulations throughout the entire executive branch 
of the federal government. The administrative work of the 
Commission is performed through divisions, the more impor- 
tant of which are Examining, Investigations, Personnel Classl- 

3 

ficatlon, Retirement, and Training. In actual practice, 
local Naval activities have no contacts directly with the 
Commission, but with its field activities which are described 
in the next section, however. It is the Commission which is 
the originator of personnel procedures used with all civil 
service employees. 

Personal Offices of the United Ftates Civil Service 
Commission 

Geographically the United States and its territories 
are divided into fourteen civil servioe regions, with a 
Regional Office in a centrally located city. These offices 
snd the areas they serve are listed in Table I. 

The Regional Offices represent the Civil Service 
Commission throughout the territory assigned, furnish civil 
service information to the public, publicize -and conduct 
examinations, certify eligible candidates, and in general 
serve the personnel needs of the field activities of the 
various federal agencies. Thus it Is with thess Regional 



\oc . clt 
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TABLE I 

REGIONAL OFFICES OF THE UNITED STATES CIVIL SERVICE 
COMMISSION^ 



REGION 


HEADQUARTERS 


AREA SERVED 


First 


Boston 


Maine. New Hampshire. Vermont. Massa- 
chusetts. Rhode Island, and 
Connecticut 


Second 


New York 


New York and New Jersey 


Third 


Philadelphia Pennsylvania and Delaware 


Fourth 


Washington 


Maryland. Virginia. West Virginia. 
North Carolina, and the District of 
Columbia 


Fifth 


Atlanta 


South Carolina. Georgia. Florida, 
Alabama, Tennessee, Puerto Rico and 
Virgin Island* 


Sixth 


Cincinnati 


Ohio. Indiana and Kentucky 


Seventh 


Chicago 


Wisconsin, Michigan and Illinois 


Eighth 


St* Paul 


Minnesota, North Dakota, South Dakota, 
Nebraska and Iowa 


Ninth 


St. Louis 


Kansas, Missouri, Oklahoma, Arkansas 


Tenth 


New Orleans 


Mississippi, Louisiana and Board of 
TJ.S. Civil Service Examiners, Balboa 
Heights, C.Z. 


Eleventh 


Seattle 


Montana, Oregon, Idaho, Washington, 
and Territory of Alaska 


Twelfth 


San Francisco California. Nevada. Arizona, and the 
Territory of Hawaii 


Thirteenth 


Denver 


Colorado, New Mexico, Utah, and 
Wyoming 


Fourteenth 


Dallas 


Texas 



^Adapted from a chart In Maxwell Lehman and Morton 
Yarman, Complete Guide to Tour Civil Service Job (New York: 
Harcourt, Brace and Company, ) , p . 



Offices that local Naval shore activities have their civil 
service contacts , rather than with the Commission In 
Washington. 
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The Office of Industrial Relations 

Within the Naval establishment, the Under Secretary 
ol the Navy is the official responsible for civil service 
personnel administration, the Office of Industrial Relations 
Is the staff organisation which acts for the Under Secretary 
in the performance of these duties, and may be likened to a 
centralised Personnel Department In a large, widespread 
industrial organization. 

The Office of Industrial Relations is responsible for 
the development of the Navy's civilian personnel program, for 
development of the policies which govern this program, and 
lor advising end assisting shore activities In the applica- 
tion of the program. Thus it Is concerned with all matters 
relating to the employment, placement, transfer, promotion, 
separation, performance rating, training, and classification 
of civilian employees. It establishes policies on wage 
administration, employee relations, and safety engineering,^ 

Hence the Office of Industrial Relations is a planning. 



Navy Civilian Personnel Instructions (Washington: 
Office of Industrial Relations', Department of the Navy), 
Instruction 125* p. 1. 
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coordln&tlve, and policy making activity. In the performance 
of those functions, it must maintain close liaison with the 
United states Civil Service Commission and other governmental 
agencies concerned with Civil Service personnel management. 

It represents the Department of the Kavy in all such outside 
contacts. 

The Office of Industrial Relations is organized into 

6 

the following six operating divisions as shown in Figure 1: 

a. Administrative Services Division 

b. Employment Division 

o. Training Division 

d. Wage and Classification Division 

e. Safety Division 

f. Personnel Studies and Statistics Division 

District Civilian Personnel Offices 

In each Hav&l District there is a District Civilian 
Personnel Office, headed by the District Civilian Personnel 
Director, who, in peacetime, may be either a Naval officer or 
a civilian. He is a member of the staff of the District 
Commandant. 

The District Civilian Personnel Office is a liaison 
and advisory activity whose services are available to all 



6 



Chief of th 
Office of 
Industrial 
Relations 



Zk 




FIGURE 1 

ORGANIZATION CHART OF THE OFFICE OF INDUSTRIAL RELATIONS^ 
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Haval shore activities in the district. The functions of 

8 

this office may be summarised as follows: 0 

1. To keep the District Commandant informed on industrial 
relations matters within the district. 

2. To visit Haval shore activities within the district 
in order to maintain knowledge of conditions affect- 
Ing industrial relations* 

3* To advise Haval shore activities in the development 
and installation of employee services. 

4* To advise Haval shore activities in the interpretation 
of policies relating to Industrial relations. 

5* To act as the clearing house for employees separated 
by reductions in force who may seek employment at 
other activities. 

6. On specific written requests, to make formal Inspec- 
tions of the personnel management procedures as they 
exist in specific activities. 

In thiB staff position, the District Civilian Person- 
nel Director is under the military command and management 

control of the District Commandant but Is under the techni- 
cs 

cal control of the Office of Industrial Relations. 



6 

Ibid ., pp. 3, 4 and 12. 
9 

Ibid., p. 4- 



26 



Industrial Relations De partment a at Local Activities 

To insure the proper performance of civilian personnel 
functions, the Department of the Navy has directed that an 
Industrial Relations Department be established within each 
Naval shore activity. This department corresponds to the 
personnel Department found in business organisations, and is, 
like them, a staff organisation charged with advising and 
assisting the line organisation in the management of the 
human resources of the activity. At the smaller activities, 
with very few civil service employees, this department may 
consist of only one or two people. 

The Industrial Relations Department is concerned with 
all aspects of the personnel function, and while organisa- 
tions may differ In detail from one activity to another, the 
sound, basic organisation recommended by the Office of 
Industrial Relations la shown in Figure 2. In such an organi- 
sation the personnel functions performed by the various 
divisions of the department would be as follows* 10 

Employment Division 

a. Placement, reassignment, promotion and separation 

b. Retirement 

c. Wages, job analysis and position classification 

d. Processing personnel actions 

e. Personnel records, statistics, reports 

f. Recruitment (if not perforated, as is usual, by an 
outside agency) 



10 



Industrial 

Relations 

Officer 
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^Adapted from a Chart in Navy Civilian Personnel 
Instruction , op. clt. , Instruction 125* P- 13 • 



FIGURE 2 

ORGANIZATION CHART OF AN INDUSTRIAL RELATIONS DEPARTMENT' 
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Employee Eolations Division 

a. Employee grievances 

b. Group dealings 

c * Employee counseling 

d. performance ratings 

e. Loyalty actions 

X. Disciplinary review 

Training Division 

a. Employee development program 

Safety Division 

a. Safety engineering 

b. Safety education 

c. Accident analysis 

d. Injury compensation 
o. Industrial hygiene 

Employee Services Division 

a* Food services 

b. Employee communications 

c. Group hospitalisation 

d. Beneficial suggestions 

e. Welfare services 

f. Incentives* awards 

In the performance of these personnel functions by the 
Industrial delations Department, two responsibilities must be 
considered, that of the Industrial Relations Department to 
the operating line departments, and that of the line depart* 
ments to Industrial Relations. The following passage brings 
out these points: 

The activities of the personnel department ere directed 
toward making line control of the human element stronger 
and more effective— act toward usurping that control.... 

In short, the personnel staff recommends, cooperates, and 
counsels, while line management actually adopts and applies 
the policies, techniques, and procedures in its 
operations. 12 



^"How to Establish and Maintain a Personnel Depart- 
ment," Research Report Sumner ij. (Sow York* American Manage- 
ment Association," '19 W) , P * 12. 
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Thus the Industrial Kel&tlona Department, as a stair 
department, operates in an advisory capacity to the operating 
departments to assist in the formation and administration of 
personnel policies* But as stated earlier, it is the line 
supervisor, whether officer or civilian who has the ultimate 
responsibility for employee -management relationships* In 
this there is an obligation upon these line officials to 
recognise the functions of the Industrial Eolations Depart- 
ment and to cooperate with it in the closest possible manner* 
Supervisors are responsible lor keeping Industrial Delations 
currently Informed of all developments with regard to person- 
nel management problems, and for consulting with it with 
respect to problems of mutual concern. 1 ^ 

Area Wag;e and Classification Offices 

The eleven Area Wage and Classification Offices are 
field activities of the Wage and Classification Division, 

Office of Industrial Delations, and are under its technical 
lh 

and management control*^ However, for logistic support they 
are assigned to the staffs of appropriate District Commandants 
as shown in Table II* But they are not under the jurisdiction 
of the Commandant, as they report directly to the Office of 



Navy Civilian personnel Instructions * op , clt , , 
Instruction 12 $, p. 7# 

Ik 

Ibid .* Instruction 156> p* !• 
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TABLE II 

GEOGRAPHICAL AREAS UNDER THE COGNIZANCE OP TEE AREA WAGE 
AND CLASSIFICATION OFFICES 1 ^ 



Boston, Ns ssachusetts: 

1st Naval District and Newfoundland 

Chicago, Illinois; 

9th Naval District, Ohio and Kentucky 

Jacksonville, Florida; 

6th Naval District except North and South 
Carolina; Nth Naval District except New 
Mexico; ICth and 15th Naval Districts 

New York, New Yorks 

3rd Naval District' 

Norfolk, Virginia; 

Virginia south of and including Richmond; 
North and South Carolina 

Philadelphia, Pennsylvania; 

4th Naval District, except Ohio 

Pearl Harbor, T . H*s 

14th Naval District; the Marianas Islands 
and other regions of the Pacific— Asiatic 
Area as directed 

San Francisco, California; 

12th Naval District 

Long Beach, California; 

11th Naval District and New Mexico 

Seattle, Washington: 

13th and 17th Naval Districts 

Washington, p .«.* 

District of Columbia, Maryland, West 
Virginia, Virginia north of Richmond, and 
Bermuda, B.W.I. 



op* clt 



Adapted from Navy Civilian Personnel Instructions , 
,, Instruction 156, p. £9* 
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Inuus trial Halations. 

The Area Wage and Classification Offices perform two 
main functions for Naval field activities: 

1. They establish local wage scales for ungraded civil 
service employees. 

2. They classify or reclassify all graded civil service 
positions. This function is not, and cannot, be done 
by the field activities themselves. 

The first function is not within the concern of this study. 
The effect of the second function on the field activities is 
discussed In Chapter V. 

Boards of U.5 . Civil Servioe Examiners 

Under the Civil Service Act the Civil Service Comis- 
s ion has authority to establish boards of examiners composed 
of employees of other federal agencies for the purpose of 
examining applicants for various positions in the federal 
service. 1 ^ Thus, Boards of U.S. Civil Service Examiners have 
been established at large Naval activities, those with a 
large number of civil servioe employees, and at isolated 
activities which do not have ready access to a Regional Civil 
Service Office. They are staffed with military and civilian 
personnel of the Navy, who are nominated by the Commanding 



Some Facts About hoards of U.S . Civil Service Exami - 
ners , p amphlle t 31 (WashlnEibn:' U . g . civil Service Commission, 

TO?)# P* l. 
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Of! leer of the Naval activity and approved by the Civil 
Service Regional Director. 

These Boards are under the direct control ol the Civil 
Service Regional Director with respect to all matters per- 

17 

taming to the Civil Service Act. In connection with the 
recruitment, examination, and employment of graded civil 
service employees of the Navy the duties of the Boards are: 

1. To decide what knowledge, skills and aptitudes are 
required of applicants. 

2. To prepare In writing a specific scale of entrance 
requirements to measure qualifications. 

3* To develop methods for examination. 

4* To recruit qualified applicants. 

5. To rate qualifications of applicants and to review 
veteran preferences. 

6. To examine applicants by written and oral testa. 

7. To establish registers of persons found eligible for 
appointment • 

6. To make selective certifications to Naval activities 

*|Q 

from the register of ellglbles. 

Thus it may be seen that these Boards perform all the 
functions of employment up to, but not Including, the 

Navy Civilian Personnel Instructions , op. cit . , 
Instruction 12^, p. 5 . 

T 8 

»*>ome Facts About Boards of U.S . Civil Service Ex - 
aminers , op . cl t », p. £. 
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FIGURE 3 

ORGANIZATIONAL RELATIONSHIP OP A BOARD OP U.S. CIVIL SERVICE 
EXAMINERS TO THE INDUSTRIAL RELATIONS DEPARTK ENT 0 OR OTHER 
EMPLOYMENT OFFICE OP A NAVAL ACTIVITY 10 

Til 

AO Adapt«d from a Chart In Navy Civilian personnel 
Instructions , op. cit. . InstrucTTon p. 7 . 
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function of i Inal selection. The functions listed above are 
performed by an organisational unit designated as a ’"board 
of U.S. Civil Service Examiners Unit” which is organization* 

ally within the Employment Division of the Industrial f ela- 

20 

tlons Department of the Naval activity. This organization* 
al relationship is illustrated in figure 3» 

Navy Civilian personnel Instructions 

Navy Peculations guide tbs military actions of Naval 
officers throughout the many ships and shore stations com* 
posing the Naval establishment. This publication serves to 
promulgate policy and rules of procedure for the military 
situation. 

In a like manner, Navy Civilian personnel Instructions , 
issued by the Office of Industrial Relations, provides all 
officers, civilian supervisors, and employees with policies 
and rules of procedure for the personnel management of civil 
service employees. 

This publication has as its basis federal legislation, 
the Civil Service Act and Rules, executive orders. Civil 
Service Coaatlssion issuances, decisions of the Comptroller 
General, opinions of the Attorney General, and previous 



20 

Navy Civilian personnel Instructions , op . clt . , 
Instruction 2t# p. £• 
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21 

authoritative documents issued by the Navy Department. 

Navy Civilian personnel Instructions is promulgated to 
achieve the following objectives: 

1. To assure uniformity insofar as possible throughout 
Naval shore activities in the application and inter- 
pretation of rules and regulations relating to Civil 
Service employees. 

2. To provide, in one book. In simple codified form, over- 
all instructions to be followed in civilian personnel 
matters • 

3* To assure like treatment, rights, and obligations with 
respect to all civilian employees in the Naval 
Establishment. 2 * 2 

Each Instruction deals with a single broad subject. 
Indexed, and easy to locate. Every supervisor. Naval or 
civilian, should familiarise himself with Naval Civilian 
Personnel Instructions and use it in the Management of 
civilian employees. 



Zummrj 

This somewhat lengthy description of the industrial 
relations organization of the Navy has been Included In this 
study because of its great importance to the Naval officer 

21 

Ibid., Instruction 27, p* 1* 

22 

Ibid., Instruction 27, p. 2. 
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charged with the administration of civilian employees. If he 
is occupying the billet of Industrial Relations Officer, his 
contacts with most of the organizational units described here 
are daily and of great importance. If he is in a line oper- 
ating department, the aid and assistance which the industrial 
relations organization can give him will be a big faotor in 
his success In personnel management. Thus every 3 aval 
officer should be familiar with this organization. 



CHAPTER V 



POSITION CLASSIFICATION 



Definitions 

What Is a position? As defined by Shartle, "A posi- 
tion is a group of tasks performed by one person. There are 
always as many (or more) positions as there are workers."*' 
Baruch says much the same when he writes, ”A position is a 
group of current duties and responsibilities, assigned or 

delegated by competent authority, requiring the full-time or 

2 

part-time employment of one person.** 

The position is most Important In the proper perfor- 
mance ol many management processes. To cite a few of many 
examples, the position is involved in the following In the 
3 

management of the Navyi 

1. Budge ting- funds for personal services are allotted 
for positions. 

2. Recruitment is made for positions. 



^Carroll L. Shartle, Occupational Information (New 
Yorks Prentice-Hall, Inc., 19ij.6 J , p. IT. 

^Ismar Baruch, ''Basic Aspects of Position-Classifica- 
tion,” Readings in Public Personnel Administration (Chicago: 
Civil Service Ass embiy of the United S bates and Canada , 1942), 
P. 29. . 

^Position Classification Handbook (Washington: Office 
of Industrial Relations, Department of the Navy, 1950), p. 1. 
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3* Promotions are made from position to position, 
k • Reorganisations are accomplished by changing positions. 
5. Organization analysis involves the study of positions. 

Thus it is apparent that in the personnel management 
of a large number of civil service employees , in many posi- 
tions in widely scattered places in the Haval shore establish- 
ment, management must know with what types of positions it is 
dealing. The positions must be identified by some system of 
titles and grades. This process of Identifying positions in 
the Havy*s civil service is called "position classification." 

Position olassif ication Is paramount to efficient 
personnel management. Classification aims to establish an 
hierarchy of positions in the civil service, with all posi- 
tions of the ‘same level bearing the same degree of responsi- 
bility, demanding equivalent types of duty, and paying the 
h 

same salary. 



The Position Classification plan 

The present position classification plan for graded 
civil service positions is based on the Classification Act of 
1949* This plan may be visualized as grouping positions hori- 
zontally according to the kind of work and ranking them 



Frances T. Cahn, Federal Employees in War and Peace 
(Washington: The Brookings Insti tute, 1^49 ) , p. lO. 
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vertically according to the relative difficulty and responsi- 
bility of work.** 

The kind of work indicates the schedule --either the 
"General Schedule" (GS) or the "Crafts , Protective, and 
Custodial Schedule" (CPC). The General Schedule includes 
positions which may be described as either professional, 
scientific, clerical, administrative, or fiscal in nature. 
Positions falling in this group Include those of attorney, 
clerk, typist, accountant, administrator, economist, and 
chemist.^ The Crafts, Protective end Custodial Schedule in- 
cludes positions such as building guard, elevator operator, 

7 

and messenger. The greater bulk of graded civil servloe 
positions in the Navy are in the General Schedule. 

Within the two schedules, the Classification Act sets 
up a system of grades based on the relative difficulty and 
responsibility of the work. If the duties are difficult and 
responsibilities great, the position is allocated to a high 
grade. If the duties are simple and the responsibilities 
light, the position is allocated to a low grade. The General 
Schedule has eighteen grades, GS-1 through OS-16, and the 
Crafts, Protective, and Custodial Schedule has ten grades, 
CPC-1 through CPC-10. 

^Parsonnel Administration (Washington} Bureau of 
Kaval Personnel, Department of the Navy, 1949)* P« 52. 

^Carl Scott, U.S« Government Jobs (New York* Arco 
Publishing Company, Inc., p. 19. 

^position Classification Handbook , op. oit. , p. 4* 



The grades are further divided for administrative pur- 
poets into classes. A class of positions has been defined 

as i 

A group of positions enough alike in duties , responsi- 
bilities, end difficulty of the work that: 

1. The skills, knowledges, education, and work ex- 
perience to be required of employees can be the same 
for all positions* 

2. All the positions can be Identified by one title. 

3* The same salary range can be applied to all the 
positions with fairness*'’ 

Thus, while every position in grade GS-3 is like every other 
position in grade GS-3 In level of difficulty and responsi- 
bility, different skills and knowledges may be required. 

Hence, in grade GS-3 may be found, for example, typists, shoe 
inspectors, and engineering aides, each representing a 
separate class* 

And finally, groups of classes are divided into series. 
A series Is a group of classes of positions which are of 

9 

different grades but all engaged in one kind of work* Thus 
may be found the chemist series, or the clerical series, to 
cite two examples* 

It may have been noted by the reader that so far in 
this discussion no mention has been made of the employee, but 
only of the position* This emphasises an Important point, 
that it la the position which is classified and not the person 
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who ma> be occupying it, as Is customary with military person- 
nel. Indeed, many positions, and almost all new ones, are 
classified when vacant. Thus tn© personal qualities of any 
person in the position--eduoa tion, age experience, race, 
efficiency, or longevity--are not considered in position 
classification. Instead, the evaluation of positions to de- 
termine the proper classification is based on the following 

factors which make work difficult and responsible regardless 
10 

of the kind of work: 

1. Variety of work and of knowledge required. 

2. Supervisory control from above. 

3« Individual judgment and guide lines. 

4« Originality of thinking. 

5 . Authority to m&ffe commitments. 

6. Person-to-person relationships. 

7. ilacure of the control of work of others. 

Every grade carries with it a salary scale set by 
Congress in the Classification Act of 1949* These salaries 
are on an annual oasis, and may be cnanged only by Congress. 

If a person ‘d work is satisfactory, he may receive an auto- 
matic salary increase eacn year in grades GS-1G and below, 
and in all CPC grades, and every eighteen months in grades 
GS-1I through GS-17. xi 

10 

Personnel Administration , op. clt. , p. *> 3 . 

^fcott, op. clt ., p. 21. 
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A table lie ting the grades and annual salary ranges, with 
periodic increase, ia shown on page 43* From this it may be 
seen, lor example, that a person occupying a grade GS-5 
position would receive an entrance salary of $3*00 P*r year 
with an annual periodic Increase of #1 2j> until reaching a 
maximum salary of $3850. 

To summarise the classification plan, positions are 
classified first into one of two schedules. General Schedule 
or Crafts, Protective, and Custodial Schedule* Each schedule 
is divided into grades based on the relative difficulty and 
responsibility of the work, General Schedule into 16 grades, 
and Crafts, Protective, and Custodial Schedule into 10 
grades. The grades are divided into classes, which represent 
the same level of difficulty, but different skills and 
knowledges* The series is a group of classes of different 
grades engaged In the same kind of work* The pay of a 
position is based on its grade* The position is classified, 
not the person who may be occupying it* Thus a clerk, GS-3 
would be in the General Schedule, grade 3* the clerk class, 
and the clerical series. 

Position Classification Procedures 

Classifying positions is a part of the work of setting 
up a new organisation, or of reorganising an already existing 
one* Therefore, there is a need for position classification 



TABLE III 



GRACES AND ANNUAL SALARY RANGES, 



GRACED CIVIL SERVICE 
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Grade 


Entrance Salary 


Periodic Increase 


Maximum Salary 


GS 1 


$ 2200 


t 80 


# 2680 


2 


2430 


80 


2930 


3 


2650 


60 


3130 


4 


2075 


60 


335 0 


5 


3100 


125 


3850 


6 


.iWo 


125 


4200 


7 


3825 


125 


4575 


a 


4200 


125 


4950 


9 


4600 


125 


5350 


10 


5000 


125 


5750 


11 


5400 


200 


6400 


12 


6400 


200 


7400 


13 


7600 


200 


8600 


Ik 


6800 


200 


9800 


15 


10000 


250 


11000 


16 


11200 


200 


12000 


17 


12200 


200 


13000 


18 


14000 


* 


14000 


CPC 1 


1510 


60 


1870 


2 


2120 


70 


2540 


3 


2252 


80 


2732 


f 


2k50 

2674 


80 

80 


2930 

3154 


6 


2900 


80 


3380 


7 


3125 


100 


3725 


8 


3400 


125 


4150 


9 


3775 

4150 


125 


4525 


10 


125 


4900 



12 

Adapted from a Chart In Working for the U. .A ., 
Pamphlet (Washington: United States Civil Service r 
Commission, 1949 ) , p. 16* 
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on the following occasions? 

1* When there is work to be performed which will re- 
quire the establishment of a new position. 

2. When It is determined that the duties and responsi- 
bilities of an existing position have changed substantially 

13 

since It was last classified. 

hone ter, in establishing new positions, responsible 
Ifaval administrators must be certain of two things? 

1. That the new position is within the numerical 
celling on graded civil service positions established by that 
bureau of the Department of the Ifavy having mnagemant con- 
trol of the activity. 

2. That sufficient funds are or will be allotted to 
pay the salary of the person who will occupy the new position. 

Once the need for position classification is deter- 
mined because of either of the reasons given above, there are 
definite well-established steps to be followed by management 
in the naval aotivlty concerned. These basic steps In the 
position classification process may be summarised as 
follows t 3 ^ 

1. The first step is organisation planning, in the 
case of a new position, or organization analysis, if an 



^Position Claaslf lcation Handbook , op. eft., p. 15. 
lk 

hoc , cit. 
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existing position has changed* This does not necessarily 
mean an extensive study oi the entire unit but it does mean 
a study of the particular position involved, and its rela- 
tionship to other positions. 

2* The second step is the preparation of the position 
description* A position description is an official written 
statement of the current duties and responsibilities of a 

It' 

position* It Is normally typed on plain paper and attached 
to a cover sheet (standard Form 75) . This cover sheet con- 
tains personnel accounting and payroll data and is used for 
purposes of identification and certification* An example of 
a position description cover sheet is shown in Figure 4* The 
position description should be written by the person most 
familiar with the position* If the organisation planning and 
analysis described above has been done properly, writing the 
position description is a simple matter* 

3* The third step is the reviewing of the position 
description for clarity, completeness, and accuracy* This is 
done by responsible civilian and Naval supervisors in the 
line department concerned* The position description is now 
sent to the local Industrial Relations Department. 

4* The fourth step is performed in the Industrial 
Relations Department* Here the position description is 

X ^Navy Civilian Personnel Instructions (Washington: 
Office of Industrial Relations, Department of the Navy), 
Instruction 156, p* 2* 
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•v 




-r 



Standard Form No. 75 
February 1946 

UNITED STATES CIVIL SERVICE COMMISSION 

POSITION DESCRIPTION 


1. Check one: 2. Official headquarters: 

Dept’l □ Field CB 

Columbus f Ohio 


4. Agency position No. 

383 


3. Reason for submission: 

(a) If this position replaces another (I. e., a change of duties 
in an existing position), identify such position by title, 
allocation (service, series, grade), and position number 


6. 0. S. 0. certification No. 


6. Date of certification 


8. CLASSIFICATION ACTION 


(b) Other (specify) 

New Position 


7. Date received from 0. S. 0. 


ALLOCATION BY 


CLASS TITLE OF POSITION 


CLASS 


INITIALS 


DATE 


Service 


Series 


Grade 


a. Civil Service Commission 














b. Department, agency, or 
establishment 


Clerk-Typist 


S3 


322 


2_ 


FYT 


1 


c. Bureau 














d. Field office 














a. Recommended by initiat- 
ing office 


Clerk-typist 


GS 


322 


2 


JBC 


wWso 


9. Organizational title of position (if an y) 

Procurement Cleric 


10. Name of employee {If vacancy, specify V-l , ft, 5, or 4) 


11. Department, agency, or establishment 

Navy Department 


o. Third subdivision 

Control Division 


a. First subdivision 

U* S* Naval Air Station. Columbus 9. Ohio 


d. Fourth subdivision 

Hsceipt Control end Procurement Section 


b. Second subdivision 

Supply Department 


a. Fifth subdivision 




-m r rn 1 - — . ■ 



(Shis section will usually be typed on plain paper and the sheets are then 
attached to this cover sheet* 'foie information is the basis on ihich the 
position classifier in the Area Wage Classification Office will determine 
the grade of the position*) 



\ 



If more space Is required, use the other side and additional pages size 8 x 1014 
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numbered, records prepared, and it Is given the activity’s 
official approval. The position description is nov ready to 
be forwarded to the appropriate Area Wage and Classification 
Office (or to the proper departmental classifer in the case 
of positions in the departmental service), 

£• In the fifth step, the Area Wage and Classifica- 
tion Office having cognizance (see Table II, page 30) will 
analyze, evaluate, and classify the position. It is not with- 
in the scope of this study to discuss this procedure in detail; 
suffice it to say that the Navy uses a point method In evalu- 
ating positions, Usually, except with routine positions, the 
classification office will Investigate the job on the spot. 

6. After the position description with the approved 
classification is returned to the Naval shore activity by the 
Area W age and Classification Office, step six may be per- 
formed. This consists of placing the classification into 
effect. The classification process normally ends here ex- 
cept In the case of an appeal. 

An appeal of a classification may be made, either by 
the employee occupying the position concerned, or by the 
activity concerned. The appeal is made to the Area Wage and 
Classification Office and may go for ultimate decision to 
the Office of Industrial Halations. 16 



16 

Naval Civilian Personnel Instructions , op . pit .. 
Instruction li>6, p. 15. 
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Responsibilities of the Naval orticer 

*hat are the responsibilities of the Naval officer in 
a management position in a line operating department in the 
process of position classification? It must be remembered 
that this section is not discussing the responsibilities of 
the two staff activities concerned, the Industrial Relations 
Department and the Area ©age and Classification Office. 

The major management responsibilities of the Naval 

officer in connection with position classification may bo 
17 

summarised as follows: ’ 

1. To insure that the first line supervisors, whether 
Naval or civilian, perform the following duties: 

a. The Initiation of classification action when 
necessary. 

b. The presentation of an adequate and accurate 
summary of relevant facts when positions under 
their control are to be classified. 

c. Serving as the connectii^ channel between manage- 
ment and workers In the classification of 
positions. 

2. To evaluate the internal consistency and alignment 
of position classifications in relation to comparability of 
work and the organisational relationships among positions. 



Position Classification Handbook , op, clt, . p. 14, 
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That is, to determine whether the grades assigned to the vari- 
ous positions seem reasonable. 

3. To put classifications into effect after positions 
have been classified. 

k» To cooperate in the development of classification 
standards, if requested. 

5* To create and design the positions to be classi- 
fied. This, of course, is the basis of the organising or re- 
organising process. 

In carrying out his responsibilities in connection with 
position classification, the Kaval officer will encounter 
many problems. The following tips may help to avoid some of 
the pitfalls: 

1. position classification is an essential part of 
management. Every officer should plan to devote the needed 
time and effort to it which is necessary to good personnel 
management . 

2. Officers should know enough about position classi- 
fication to be able to understand and discuss basic issues and 
to distinguish classification problems from those pertaining 
to the incumbent of the position. 

3. A promotion should never be promised to an employee, 
or an appointment to an applicant before there is a classi- 
fied position to which lie can be promoted or appointed. 

4* Unjustified grade requests should never be supported 
Just to "keep the employee happy." 













• * 
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5* All work subject to the Classification Act must be 
performed by employees in positions which are properly 
classified. 1 ^ 

6. Position descriptions oust tell what, why and how. 
They must avoid vague terms, be concise, and logically 
describe the position. They should not be used as a means of 
getting a salary increase. 

7. There are a number of causes of delay in position 
classification most of which are based on poor planning or 
ignorance. These are avoidable. 

Summary 

Position classification in the federal civil service 
insures equal pay for equal work and responsibility. It is 
a basic process whose influence is felt in all aspects of the 
personnel management of graded civil service employees in the 
Navy. It may well be called the first step in personnel 
management. 



Ibid., p. kl 



CHAPTER VI 



RECRUITMENT AND EMPLOYMENT 



Introduction 



public recruitment has keen defined by one author on 
the subject as: 

.••that process through which suitable candidates 
are Induced to compete lor appointments to the public 
service. It is thus one aspect ol the broader process 
of selection, which Includes the procedures ol examina- 
tion and certification as well. 1 

The selection of an employee at a Naval shore activity 
becomes necessary when an old employee withdraws (resigns, is 
dismissed, retires, etc*), when the work force is expanded, 

thus creating new positions, or when a new activity is estab- 

2 

llahed, also creating new positions. In any of these events, 
there Is an official vacancy in a properly classified position. 
This is fundamental — no vacancy, no opportunity to hire. 

These vacancies may be filled from three sources; 

1. by the promotion of an old employee, 2. by the transfer 
of an employee from another Naval activity or another govern- 
ment agency, or 3. by the appointment of a person not now 



J. Donald Kingsley, "Recruitment— The Quest for 
Competence," Readings In Public Personnel Administration 
(Chicago: CiviT Service Assembly of the United States and 
Canada, 191*2), p. 63* 

2 

Lewie Meriam, Public Personnel problems (Washington: 
The Bookings Institution, 19^8)7 p* WT* 

- !>1 - 
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employed by the government. The first two may be considered 
to be internal sources , while the last is an external source 
of labor supply. For many reasons * promotion from within is 
generally the better way to fill vacant positions. This 
subject will be discussed in Chapter VIII. However* there 
are numerous occasions when qualified persons are not 
available among the present work force or the position is an 
entry one* and candidates must be sought from the outside. 

The personnel management procedures involved in this process 
are discussed in this chapter. 

These procedures may be divided into four definite 
steps* each of which is a subject of one of the following 
paragraphs. These etepe ares 

1. Recruitment 

2. Selection and appointment 

3« Induction of the new employee 

h* Follow-up 

Recruitment 

The first step in filling a vacant position by the 
Naval shore activity is taken by the Induetrial Relatione 
Department when it submits a Request for Certification to the 
appropriate recruiting agency. It Is Important to note that 
the Naval activity Itself does not perform the function of re- 
cruitment. This is performed by the following 
organisations: 
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X, The United States Civil Service Commission lor 
positions in the departmental service (Washington, 1. C . ) 

2. The appropriate Regional Office of the Civil 
Servioe Commission (see Table I, page 21} for field activi- 
ties, unless a board of U. S. Civil Service Examiners has been 
established at the Naval activity* 

3* Boards of U. S. Civil Ssrvioe Examiners at those 
activities where they have been established to perform the 
recruiting function for the Regional Office of the Civil 
Service Commission,^ As stated in Chapter IV, these boards 
have been set up at most major shore activities and at Naval 
District Headquarters. 

The three types of recruiting activities listed above 
perform the following functions which constitute the re- 
cruitment process: 

1. Recruit workers 

2. Determine eligibility 

3* Construct tests and prepare announcements for 
examinations 

k* Investigate experience and training of applicants 

$, Examine applicants for ability to perform the 
duties of the specific job for which they are 
being considered. 

^Navy Civilian Personnel Instructions (Washington: 
Office of industrial Relations, Department of the Navy), 
Instruction 10, p. 11. 



6. Establish lists of eligible* 

7, Certify eligibles to Naval activities, for 
appointment 

_ k 

o* Audit selections made from certificates 

For the more routine positions, such as typist, clerk, 
etc*, for which there are frequent requests, the recruiting 
activity will usually have performed the first six functions 
prior to receipt of a Bequest for Certification. For more 
complex or unusual positions, the entire recruitment process 
may have to be performed after receipt of a Bequest for 
Certification. In any case, performance of the first six 
recruitment steps listed above will result in the establish- 
ment or a "Register of Eligibles" (usually referred to as the 
register) • This lists the qualified applicants in the order 
of their qualifications as determined by the recruitment 
process (tests, evaluation of experience, education, etc.). 

As a result of the Bequest for Certification from a 
Naval activity, the recruiting agency, the Commission, a 
Regional Office, or a Board of U.S. Civil Service Examiners, 
will certify a list of eligibles from the appropriate 
register to the requesting activity. 

This completes the first step of recruitment and leads 
to the second, selection and appointment, which is performed 



Ibid ., Instruction 27, p. 1. 
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entirely within the Neral shore activity* 

rejection and Appointment 

After receiving the Certificate of Ellgiblaa, the 
Employment Division of the Industrial Relations Department 
will send an " Inquiry of Avallablli ty* to those whose names 
appear on the certificate to ascertain which ones actually 
are Interested in the position open* After hearing from 
those interested, the three top respondents will be requested 
to come to the activity for an interview,'* 

It should be pointed out here that the addition of a 
person's name to the payroll deserves more serious thought 
than is often given the action* This is a crucial stage in 
personnel management, the stage at which a wise decision, 
either for or against hiring, can provide an employee who is 
definitely an asset or bar one who is potentially a 
liability *^ As will be seen, both the Industrial Relations 
Department and the supervisors, both civilian and Naval, in 
the operating departments share in this responsibility. 

The Employment Division will usually give the tliree 
applicants a preliminary Interview to see If they possess 
2 ^. 

’Industrial Relations,” Monthly Newsletter (Washing- 
ton! The Bureau of Buppliea and Accounts, Department of the 
Navy, November, 1950), p* 22. 

Frances R. Drake and Charles A* Drake, A Human Re- 
lations C&aatook for Executives and Supervisors TNov YorET 
McGraw-Hill book company, *inc*, l9lv7)V P* &• 
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the technical requirement* necessary for the position and to 
see that the recruiting agency has not technically erred in 
the recruitment process. The three applicants are then 
referred to the executive head of the operating department 
which had requested an employee. It la at this point that 
the auperviaora play an important role in aeleetion. 

Civil aervice regulations permit the supervisor to 
choose any one of the three applicants for appointment to the 
vacant position. It need not be the top one. Each of these 
applicants la Interviewed by supervisors of the operating 
department before the selection is made. Throughout the 
interview the supervisor should bear in mind his two para- 
mount responsibilities in selecting new employees: first* to 
employ a person who is qualified to do the work* and* second* 
to employ the applicant who* by virtue of his temperament and 
background* seems most likely to fit into the existing 

— y? 

organization. The applicant should be interviewed by the 
Immediate supervisor for whom he is to work* and by any others 
in the chain of command to the department head* and by the 
department head. Three interviewers are not too many if the 
position is important. If the position isn't important* it 
should not exlstl 






Alfred li. Cooper* Supervision of Governmental Bm- 
w-niil Book Company* Inc., 1^377 



eea (New York: McGraw- 
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Each Interviewer should remember the three-fold purpose 
of the interview: to give information to the applicant; to 

secure information from him; and to establish a friendly re* 

a/ 

latlonshlp with him. An interview then, is a two-way propo- 
sition. It should result in a determination of whether the 
applicant is qualified, and whether he will fit into the 
organisation. 

This is admittedly a difficult task. If the inter- 
viewers are to choose employees who oen do the work, and who 
will be happy in doing it, their decisions must rest on 
pertinent evidence. If they are swayed by personal preju- 
dices or if they depend on hunches, they may be guilty of 

9 

injustices to applicants and to the Wavy. 

To assist the interviewer, the applicant will normally 
bring with him from the recruiting agency his "Application 
for Federal Employment • M This Is the application blank used 
in government employment, and is shown in Figure 5* While it 
gives the Interviewer a great deal of information, it should 
only aarve aa a starting point in a good interview. The 
blank tells when and what to questions on the applicants 
work history, his vital statistics, his education, military 
service, etc., but the interviewer in his questions should 



Qrdway Tead and Henry C. Metcalf, Personnel Adminis - 
tration (Hew York: Mcaraw-Hlll Book Company, Inc • , 19151* 
pTWT* 

9 

Crake and Drake, op. oit . , p. 7* 
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STANDARD FORM 57 — NOV. 1947 
U. S. CIVIL SERVICE COMMISSION 



APPLICATION FOR FEDERAL EMPLOYMENT 



INSTRUCTIONS: In order to prevent delay in consideration of your appli- 
cation, answer every question on this form clearly and completely. Type- 
write or print in INK. In applying for a specific United States Civil Service 
examination, read the examination announcement carefully and follow all 
directions. If you are applying for a WRITTEN examination, follow the 
1. name of examination or kind of position applied for 



instructions on the admission card regarding disposition of this application. 
If you are applying for an UNWRITTEN examination, mail this application 
to the office named in the announcement. Be sure to mail to the same office 
any other forma required by the announcement. Notify the office with which 
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2. OPTION(S) (if mentioned in examination announcement) 


3. PLACE OF EMPLOYMENT APPLIED FOR ( City and State ) 


4. DATE OF THIS APPLICATION 


5. MR. (First name) (Middle) (Meide 

MRS. 

MISS 


n, i/ any) (Last) 


6. (A) STREET AND NUMBER OR R. D. NUMBER 




(B) CITY OR POST OFFICE ( including postal zona ) AND STATE 


7. LEGAL OR VOTING RESIDENCE (Sfate) 


8. (A) OFFICE PHONE 


(B) HOME PHONE 


9. DATE OF BIRTH (month, day, year, 


) 


I0 ' CD MARRIED 
□ SINGLE 


11. PUCE OF BIRTH (city and State; if born outside U. S., name city and country) 



12 . 



I I MALE 
D FEMALE 



13. (A) HEIGHT WITHOUT SHOES: 
FEET INCHES 



(B) WEIGHT: 
POUNDS 



14. (A) HAVE YOU EVER BEEN EMPLOYED BY THE FEDERAL GOVERNMENT? □ YES □ NO 
(B) IF SO. GIVE LAST GRADE AND DATE OF LAST CHANGE IN GRADE 



15. (A) WHAT IS THE LOWEST ENTRANCE SAURY YOU WILL ACCEPT? % 

PER YEAR. 

You will not be considered for any position with a lower entrance 

salary. 

(B) CHECK IF YOU WILL ACCEPT SHORT-TERM APPOINTMENT IF OFFERED. FOR: 

□ 1 TO 3 MONTHS □ 3 TO 6 MONTHS □ 6 TO 12 MONTHS 

NOTE. Acceptance or refusal of a temporary short-term appointment 
will not affect your opportunity to obtain a probational appointment . 



CC) IF YOU ARE WILLING TO TRAVEL. SPECIFY: 
CD OCCASIONALLY □ FREQUENTLY 



n 



CONSTANTLY 



DO NOT WRITE IN THIS BLOCK 
For Uso of Civil Service Commission Only 


1 1 APPOR. 

CD NON-APPOR. 




MATERIAL 
CD SUBMITTED 
CJ RETURNED 


ENTERED REGISTER: 


NOTATIONS: 


APP. REVIEW: 
APPROVED: 


OPTION 


GRADE 


EARNED 

RATING 


PREFER- 

ENCE 


AUGM. 

RATING 








l — | 5 

| POINTS 
(TENT.) 

n 10 

1 — 1 POINTS 
WIFE 

□ OR 

— WIDOW 

□ DISAL. 
_ BEING 

n inve$- 

TIGATED 












































INITIALS AND 
DATE 











(0) CHECK IF YOU WILL ACCEPT APPOINTMENT. IF OFFERED: 

LH IN WASHINGTON, D. C. Q ANYWHERE IN THE UNITED STATES 
□ OUTSIDE THE UNITED STATES 

(E) IF YOU WILL ACCEPT APPOINTMENT IN CERTAIN LOCATIONS ONLY. GIVE ACCEPTABLE 
LOCATIONS: 



16. EXPERIENCE: It is important for you to furnish all information requested 
below in sufficient detail to enable the Civil Service Commission and the 
appointing officers of agencies to give you full credit in determining your 
qualifications. Use a separate block for each position. Start with your 
present position and work back, explaining clearly the principal tasks which 
you performed in each position, accounting for all periods of unemployment. 
Experience gained more than 15 years ago which is not pertinent to the work 
for which you are applying may be summarized in one or more of the blocks. 
If your duties changed materially while working for the same employer, use 
a separate block to describe each position. You may include any pertinent 



religious, civic, welfare, or organizational activity which you have performed, 
either with or without compensation, showing the number of hours per. week 
and weeks per year in which you were engaged in such activity. Military 
experience should be described in the spaces below in its proper sequence. 

(a) If you were ever employed in any position under a name different from 
that shown in Item 5 of this application, give under “Description of your 
work” for each position, the name used. 

(b) If you have never been employed or are now unemployed, indicate 
that fact in the space provided below for “Present Position.” 



<d 



PRESENT POSITION 



DATES OF EMPLOYMENT (mo/ifh. year) 



FROM: 



TO PRESENT TIME 



EXACT TITLE OF YOUR PRESENT POSITION 



CLASSIFICATION GRADE (if 
in Federal Service) 



PLACE OF EMPLOYMENT (city and State) 



SAURY OR EARNINGS: 
STARTING. $ PER 

PRESENT. J PER 



NAME AND ADDRESS OF EMPLOYER (firm, organization, or person ; if Federal , 
name department , bureau or establishment, and division) 



NUMBER AND KIND OF EMPLOYEES SUPERVISED BY YOU 



NAME AND TITLE OF IMMEDIATE SUPERVISOR 



KIND OF BUSINESS OR ORGANIZATION (a. g . 
manufacture of locks, eto,) 



wholesale silk , insurance agency, 



REASON FOR DESIRING TO CHANGE EMPLOYMENT 



DESCRIPTION OF YOUR WORK 



(CONTINUED ON NEXT PAGE) 
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16. CONTINUED 



DATES OF EMPLOYMENT (month, year) 
FROM: TO: 


EXACT TITLE OF YOUR POSITION 


CLASSIFICATION GRADE 
(if in Federal service) 


SALARY OR EARNINGS; 

STARTING $ PER 

FINAL $ PER 


PUCE OF EMPLOYMENT (city and Stata) 


NAME AND TITLE OF IMMEDIATE SUPERVISOR 


NAME AND ADDRESS OF EMPLOYER (firm, organization, or person ; if Federal , 
name department, bureau or establishment, and division ) 


KIND OF BUSINESS OR ORGANIZATION (a. g., wholesale silk, insurance agency, 
manufacture of locks, etc.) 


NUMBER AND KIND OF EMPLOYEES SUPERVISED BY YOU 


REASON FOR LEAVING 



DESCRIPTION OF YOUR WORK 



DATES OF EMPLOYMENT (month, year) 
FROM: TO: 


EXACT TITLE OF YOUR POSITION 


CLASSIFICATION GRADE 
(if in Federal service) 


SAURY OR EARNINGS: 

STARTING $ PER 

FINAL $ PER 


PUCE OF EMPLOYMENT (city and State) 


NAME AND TITLE OF IMMEDIATE SUPERVISOR 


NAME AND ADDRESS OF EMPLOYER (firm, organization, or person; if Federal, 
name department, bureau or establishment, and division) 


KIND OF BUSINESS OR ORGANIZATION (e. g., wholesale silk, insurance agency, 
manufacture of locks, etc.) 


NUMBER AND KIND OF EMPLOYEES SUPERVISED BY YOU 


REASON FOR LEAVING 



DESCRIPTION OF YOUR WORK 



DATES OF EMPLOYMENT (month, year) 
FROM: TO: 


EXACT TITLE OF YOUR POSITION 


i CUSSIFICATION GRADE 
(if in Federal service) 


SALARY OR EARNINGS: 

STARTING $ PER 

FINAL * PER 


PUCE OF EMPLOYMENT (city and State) 


NAME AND TITLE OF IMMEDIATE SUPERVISOR 


NAME AND ADDRESS OF EMPLOYER (firm, organization, or person; if FederaL 
name department, bureau or establishment , and division ) 


KIND OF BUSINESS OR ORGANIZATION (a. g wholesale silk, insurance agency, 
manufacture of locks , etc.) 


NUMBER AND KIND OF EMPLOYEES SUPERVISED BY YOU 


REASON FOR LEAVING 



DESCRIPTION OF YOUR WORK 
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DATES OF EMPLOYMENT ( month , year ) 
FROM. TO: 



EXACT TITLE OF YOUR POSITION 



CLASSIFICATION GRADE 
(if in Federal service) 



SAURY OR EARNINGS: 
STARTING y PER 

FINAL $ PER 



PUCE OF EMPLOYMENT (city and State) 



NAME AND ADDRESS OF EMPLOYER ( firm , organization, or person ; if Federal , 
name department , bureau or eatab/ishment, and division) 



NAME AND TITLE OF IMMEDIATE SUPERVISOR 



KIND OF BUSINESS OR ORGANIZATION (e. g. t wholesale silk, insurance agency , 
manufacture of locks, etc.) 



NUMBER ANO KIND OF EMPLOYEES SUPERVISED BY YOU 



REASON FOR LEAVING 



DESCRIPTION OF YOUR WORK 



DATES 


LOCATION 


DESCRIPTION OF TRAINING 


FROM 


TO 












































* 















If more space is required, use a continuation sheet (Standard Form No. S8) or a sheet of paper the same size as this page. Write oa each sheet your name, 
address, date of birth, and examination title. Attach to inside of this application. 



17. MILITARY TRAINING: In the space below, describe any training received in 
the Armed Services (not already listed under Item 16) that would assist 
appointing officers in placing you most effectively. Indicate actual amount 



of training received, such as hours per week. Detailed information regard- 
ing any special service schools you attended is especially important. (Extra 
pages may be used to give full descriptions.) 



18. EDUCATION. (Circle highest grade completed): 

1 2 3 4 5 6 7 8 9 10 11 12 

MARK(X)THE APPROPRIATE BOX TO INDICATE SATISFACTORY COMPLETION OF: 
□ ELEMENTARY SCHOOL □ JUNIOR HIGH SCHOOL □ SENIOR HIGH SCHOOL 



(A) GIVE NAME AND LOCATION OF UST HIGH SCHOOL ATTENDED 



(B) SUBJECTS STUDIED IN HIGH SCHOOL WHICH APPLY TO POSITION DESIREO 



(C) NAME AND LOCATION OF COLLEGE OR UNIVERSITY 



MAJOR 

AND 

SPECIALTY 



(0) UST YOUR CHIEF UNDERGRADUATE COLLEGE SUBJECTS 



SEMESTER 

HOURS 



(O OTHER TRAINING. SUCH AS VOCATIONAL. BUSINESS. STUDY COURSES GIVEN 
THROUGH THE ARMED FORCES INSTITUTE (show name and location 
of school) OR “IN-SERVICETRAINING** IN PUBUCOR PRIVATE EMPLOYMENT 



DATES ATTENDED 



FROM 



TO 



YEARS COMPLETED 



DAY 



NIGHT 



DEGREES CONFERRED 



TITLE 



DATE 



LIST YOUR CHIEF GRADUATE COLLEGE SUBJECTS 



SEMESTER 

HOURS 

CREDIT 



SEMESTER 

HOURS 



SUBJECTS STUDIED 



DATES ATTENDED 



FROM 



TO 



19. INDICATE YOUR KNOWLEDGE OF 
FOREIGN UNGUAGES 


READING 


SPEAKING 


UNDERST'NG 


EXC. 


GOOD 


FAIR 


EXC. 


GOOD 


FAIR 


EXC. 


GOOD 


FAIR 











































YEARS COMPLETED 



DAY 



NIGHT 



20. IF YOU HAVE TRAVELED OR RESIDED IN ANY FOREIGN COUNTRIES. INDICATE 

S NAMES OF COUNTRIES. (2) DATES AND LENGTH OF TIME SPENT THERE. AND 
REASON OR PURPOSE (©. g . 9 military service , business, educa- 
tion, recreation) 



21 . UST ANY SPECIAL SKILLS YOU POSSESS AND MACHINES AND EQUIPMENT YOU 
CAN USE. SUCH AS OPERATION OF SHORT-WAVE RADIO. M ULTILITH. COMPTOM- 
ETER. KEY-PUNCH. TURRET UTHE. SCIENTIFIC OR PROFESSIONAL DEVICES 



APPROXIMATE NUMBER OF WORDS PER MINUTE IN TYPING SHORTHAND . 



22. ARE YOU NOW OR HAVE YOU EVER BEEN A LICENSED OR CERTIFIED MEMBER OF ANY TRADE OR PRO- 
FESSION (such as pilot, electrician, radio operator , teacher, lawyer , CPA , ©to.)7 



□ m □ 



NO 



GIVE KIND OF LICENSE AND STATE: 



FIRST LICENSE OR CERTIFICATE (YEAR): 
LATEST LICENSE OR CERTIFICATE (YEAR). 



23. GIVE ANY SPECIAL QUALIFICATIONS NOT COVERED ELSEWHERE IN YOUR APPLICATION SUCH AS: 

(A) YOUR MORE IMPORTANT PUBLICATIONS (do not submit copies unless requested) 

(B) YOUR PATENTS OR INVENTIONS 
PUBLIC SPEAKING AND PUBLIC RELATIONS EXPERIENCE 
MEMBERSHIP IN PROFESSIONAL OR SCIENTIFIC SOCIETIES. ETC. 

(E) HONORS AND FELLOWSHIPS RECEIVEO. 



w 



OS 
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24. REFERENCES: List three persons living in the United States or Territories of the United States who ere NOT related to you and who have definite knowledge of 
your qualifications end fitness for the position for which you are applying. Do not repeat names of supervisors listed under Item 16 (EXPERIENCE). 



FULL NAME 



PRESENT BUSINESS OR HOME ADDRESS 
( Give complete current address , including street and number ) 



BUSINESS OR OCCUPATION 



INDICATE “YES” OR “NO" ANSWER BY PLACING “X” IN PROPER COLUMN 



25. MAY INQUIRY BE MADE OF YOUR PRESENT EMPLOYER REGARDING YOUR 
CHARACTER. QUALIFICATIONS. ETC.? 



26. ARE YOU A CITIZEN OF OR DO YOU OWE ALLEGIANCE TO THE UNITED 
STATES? 



27. ARE YOU NOW. OR HAVE YOU EVER BEEN. A MEMBER OF THE COMMUNIST 
PARTY. U. S. A.. OR ANY COMMUNIST ORGANIZATION? 



28. ARE YOU NOW. OR HAVE YOU EVER BEEN. A MEMBER OF A FASCIST ORGAN- 
IZATION? 



29. ARE YOU NOW. OR HAVE YOU EVER BEEN. A MEMBER OF ANY ORGANIZATION. 
ASSOCIATION. MOVEMENT. GROUP. OR COMBINATION OF PERSONS WHICH AD- 
VOCATES THE OVERTHROW OF OUR CONSTITUTIONAL FORM OF GOVERNMENT. 
OR OF AN ORGANIZATION. ASSOCIATION, MOVEMENT, GROUP, OR COMBINATION 
OF PERSONS WHICH HAS ADOPTED A POLICY OF ADVOCATING OR APPROVING 
THE COMMISSION OF ACTS OF FORCE OR VIOLENCE TO DENY OTHER PERSONS 
THEI R RIGHTS UNDER THE CONSTITUTION OF THE UNITED STATES OR OF SEEK- 
ING TO ALTER THE FORM OF GOVERNMENT OF THE UNITED STATES BY UNCON- 
STITUTIONAL MEANS? 



If your answer to question 27, 28, or 29 above is “yes,” state 
in Item 39 the names of all such organizations, assoc/af/ons, 
movements, groups, or combination of persons and dates of 
membership. Give complete details of your activities 
therein and make any explanation you desire regarding 
your membership or activities therein - 



30. SINCE YOUR 16TH BIRTHDAY. HAVE YOU EVER BEEN ARRESTED. INDICTED. 
OR SUMMONED INTO COURT AS A DEFENDANT IN A CRIMINAL PROCEEDING. 
OR CONVICTED, FINED. OR IMPRISONED OR PLACED ON PROBATION. OR HAVE 
YOU EVER BEEN ORDERED TO DEPOSIT BAIL OR COLLATERAL FOR THE VIOLA- 
TION OF ANY LAW. POLICE REGULATION OR ORDINANCE (EXCLUDING MINOR 
TRAFFIC VIOLATIONS FOR WHICH A FINE OR FORFEITURE OF $25 OR LESS WAS 

IMPOSED)? - 

If your answer is “Yes,” list all such cases under Item 39 
below . Give in each case (I) the date; (2) the nature of the 
offense or violation; (3) the name and location of the court; 
(4) the penalty imposed, if any, or other disposition of the 
case. If appointed, your fingerprints will be taken. 



31. HAVE YOU EVER BEEN DISCHARGED, OR FORCED TO RESIGN. FOR MISCON- 
DUCT OR UNSATISFACTORY SERVICE FROM ANY POSITION?. 

If your answer is “Yes,” give in Item 39 the name and 
address of employer, date, and reason in each case . 



YES NO 



32 HAVE YOU EVER BEEN BARRED BY THE U. S. CIVIL SERVICE COMMISSION 
FROM TAKING EXAMINATIONS OR ACCEPTING CIVIL SERVICE APPOINTMENTS?.. 

If your answer is “Yes,” give dates of and reasons for 
such debarment in Item 39. 



33. HAVE YOU ANY PHYSICAL HANDICAP. DISEASE* OR OTHER DISABILITY 

WHICH SHOULD BE CONSIDERED IN ASSIGNING YOU TO WORK? 

If your answer is “Yes,” give complete details in Item 39 so 
that consideration can be given to your physical fitness for 
the job. 



34 DO YOU RECEIVE AN ANNUITY FROM THE UNITED STATES OR DISTRICT 
OF COLUMBIA GOVERNMENT UNDER ANY RETIREMENT ACT OR ANY PENSION 

OR OTHER COMPENSATION FOR MILITARY OR NAVAL SERVICE? 

If your answer is “Yes,” give complete details in Item 39. 



INDICATE "YES" OR "NO" ANSWER BY PLACING "X" IN PROPER COLUMN 



35. ARE YOU AN OFFICIAL OR EMPLOYEE OF ANY STATE. TERRITORY, COUNTY. 

OR MUNICIPALITY? 

If your answer is “Yes,” give details in Item 39. 



36. DOES THE UNITED STATES GOVERNMENT EMPLOY IN A CIVILIAN CAPACITY 
ANY RELATIVE OF YOURS (BY BLOOD OR MARRIAGE) WITH WHOM YOU LIVE 

OR HAVE LIVED WITHIN THE PAST 24 MONTHS? 

If your answer is “Yes,” show in Item 39 for EACH such 
relative (I) full name; ( 2 ) present address; (3) relationship; 
(4) Department or Agency by which employed, and (5) kind 
of appointment. . 



YES NO 



SPECIAL INSTRUCTIONS FOR CLAIMING VETERAN PREFERENCE 

A. If you are claiming preference as a PEACETIME VETERAN who has 
been awarded a campaign badge or service ribbon, or as a DISABLED VET- 
ERAN, or as the WIFE OF A DISABLED VETERAN, or as the WIDOW OF 
A WAR OR CAMPAIGN VETERAN, attach Veteran Preference Claim, 
CSC Form 14, together with proof specified therein. 

B. If you are a WAR-TIME VETERAN not claiming disability preference, 
you should NOT submit your discharge with this application. Preference will 
be tentatively credited to you end if appointed, you will be required to submit 
to the appointing officer prior to entry on duty, official evidence of separa- 
tion from active service in the armed forces of the United States in time of war. 



37. (A) WERE YOU EVER IN THE UNITED STATES MILITARY OR NAVAL SERVICE 
DURING TIME OF WAR? 



(B) IS THE WORD "HONORABLE” OR THE WORD "SATISFACTORY” USED 
IN YOUR DISCHARGE OR SEPARATION PAPERS TO SHOW THE TYPE OF YOUR 
DISCHARGE OR SEPARATION? 



(C) WAS SERVICE PERFORMED ON AN ACTIVE FULL-TIME BASIS, WITH FULL 
MILITARY PAY AND ALLOWANCES? 



YES 


NO 















(D) DATE OF ENTRY OR ENTRIES INTO SERVICE DATE OF SEPARATION OR SEPARATIONS 



BRANCH OF SERVICE (Army, Navy . 
Marine Corps, Coast Guard, etc.) 



SERIAL NO. (// none, give grade or 
rating at time of separation). 



38. (A) IF YOU SERVED IN THE UNITED STATES MILITARY OR NAVAL SERVICE 
DURING PEACETIME ONLY. DID YOU PARTICIPATE IN A CAMPAIGN OR EXPEDI- 
TION AND RECEIVE A CAMPAIGN BADGE OR SERVICE RIBBON? 



(B) ARE YOU A DISABLED VETERAN? 

If so, and you have not listed your disability in answer to 

Item 33, explain in Item 39 below. 

(C) ARE YOU A VETERAN'S WIDOW WHO HAS NOT REMARRIED? 



(D) ARE YOU THE WIFE OF A VETERAN WHO HAS A SERVICE-CONNECTED 
DISABILITY WHICH DISQUALIFIES HIM FOR CIVIL SERVICE APPOINTMENT? 



YES 


NO 



















THIS SPACE FOR USE OF APPOINTING OFFICER ONLY 

The information contained in the answers to Question 37 above has been veri- 
fied by comparison with the discharge certificate on 19 



Agency: 



Title: 



39. SPACE FOR DETAILED ANSWERS TO OTHER QUESTIONS (/nd/care item numbers to which answers apply). 



ITEM NO 



ITEM NO. 



If more space is required, use paper the same size as this page. Write on each sheet your name, address, date of birth, and examination title* Attach to inside 
of this application. 



Before signing this application check back over it to make sure that you have answered ALL questions correctly. 

I CERTIFY that the statements made by me in this application are true, complete, and correct to the best of my knowledge 
anH hplief. and are made in good_faith. !_ — — 
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ask why and hour. The interview should be conducted, 11 at 
all possible. In a quiet, comfortable place. In the case of 
some positions, like typist, a short performance test may be 
given to get a work sample. 

Alter the interviews are complete, a decision is made 
by the supervisor or supervisors concerned as to which appli- 
cant ol‘ the three to select, and the Industrial Relations 
Department is notified. It is important to note that it is 
not the Industrial Relations Department but it is the line 
supervisor who has the right of ultimate decision in the 
selection of employees. Along with this right goes the 
responsibility of selecting good employees. 

The In dustrial Relations Department then sends the 
selected applicant an offer of appointment which is called a 
"Notification of Personnel Action" advising him of his 
appointment and telling him when to report for work. An ex- 
ample of such an offer is shown in Figure 6. 

There aro three main types of appointments which may 
be made to civil service positions in graded civil service. 
They may be summarized as follows i 

1. Probatlonal appointment.— A person is offered a 
probatlonal appointment as a result of the employment and 
aelection process described earlier in this chapter. This is 
the usual procedure of appointing employees. The first year 
of service under a probatlonal appointment is a probationary 
period, during which the fitness of the employee will be 



STANDARD FORM 50 C6 PA RTS 3 

OCTOBER 1949 
PROMULGATED BY 

CHAPTER R-1, FEDERAL PERSONNEL MANUAL 
U. 5. CIVIL SERVICE COMMISSION 



NAVY DEPARTMENT 



NOTIFICATION OF PERSONNEL ACTION 



1. NAME CMR. — MISS — MRS. — ONE GIVEN NAME, INJTIALCsD, ANO SURNAME] 


2. DATE OF BIRTH 


3. JOURNAL OR ACTION ND. 


4. DATE 


Miss Jane A. Doe 


2 / 18/19 


405 


10 / 31/50 


This is to notify you of the following action affecting your employment subject to provisions on reverse, par. 


S. NATURE OF ACTION ClISE STANDARD TERMINOLOGY^ 


6. EFFECTIVE DATE 


7. CIVIL SERVICE OR OTHER LEGAL AUTHORITY 






6th U.S. Civil Service Region 


Probat ional Appointment 


n/l/50 


Cincinnati, Ohio. Cert. No* lOffi 


FROM 




TO 









B. POSITION TITLE 


Clerk-Typist 


j * f 


1 ' 

i 


* 

9. SERVICE, SERIES, - 
GRAOE, SALARY 


GS-2, $2450 p.a. 






10. ORGANIZATIONAL 


Supply Dept., Control Division, 






DESIGNATIONS 


Receipt Control and Procurement 








Section 




DEPARTMENTAL 


11. HEADQUARTERS 


U.S. Naval Air Station 
Columbus 9, Ohio 




FIELD 


12. FIELD OR DEPT’L 


" FIELD DEPARTMENTAL 



13 . VETERAN’S PREFERENCE 



14. POSITION CLASSIFICATION ACTION 



NONE 


WWII 


QTNER 


5-PT. 


1 D-POINT 




NEW 


VICE 


I.A. 


REAL 






X 








0 i SAB. 


OTNER 




X 












IS. 

SEX 

F 


1 6. 
RACE 


17. APPROPRIATION 
from: 

To: A & P, 


Navy, 1951 


IB. SUBJECT TO C. 5. 
RETIREMENT ACT 
EYES — NO 3 

Yes 


19. DATE OF APPOINT- 
MENT AFFIDAVITS 
CAC CESSIONS DNLY3 

11 / 1/50 


20. LEGAL RESIDENCE 
Eg CLAIMED □ PROVED 

STATE: Ohio 



21. REMARKS: THIS ACTION IS SUBJECT TD ALL APPLICABLE LAWS, RULES, AND REGULATIONS AND MAY BE SUBJECT TO INVESTIGATION AND APPROVAL BY 
THE UNITED STATES CIVIL SERVICE COMMISSION. THE ACTION MAY BE CORRECTED OR CANCELLED IF NOT IN ACCORDANCE WITH ALL REDUIREMENTS. 



Paragraphs printed below are applicable to this action only if so designated on the reverse side hereof. 



A. This appointment is subject to a probation- 
ary period of one year. 

B. New appointees must have executed Stand- 
ard Form No. 61 and entered on duty before 
anjr payment of salary can be made. 

C. You do not, by this action, acquire a com- 
petitive status, or, except as previously 
granted, become eligible for any other posi- 
tion or duties. 

D. Reassignment at your present rate of pay is 
not considered justifiable, as it would not 
be conducive to the best morale of the office 
to which you are being assigned. 

E. This reassignment is issued with the under- 
standing that you will be relieved of all 
Group IVb duties, and will be assigned duties 
strictly within the scope of the Group to 
which you are being assigned. 

F. You will report for duty in the Department 
and Section/Shop shown in Item 10 (on re- 
verse side hereof) on the date shown in Item 
6 (on reverse side hereof). 

G. You were afforded an opportunity to submit 
a statement in your own behalf. However, 
your statement is not considered a satisfac- 
tory explanation for the charge preferred. 

H. You were afforded an opportunity to submit 
a statement in your own behalf but failed to 



avail yourself of this opportunity. 

I. You are advised of your right to submit, with- 

in 6 months from date of removal, a sworn 
statement to the appropriate Regional Office 
of the Civil Service Commission setting forth 
fully and in detail the facts surrounding your 
removal. The Commission may within its 
discretion make investigation to determine 
your eligibility for reinstatement insofar as 
suitability and fitness are concerned. 

J. No objection is interposed to your employ- 
ment elsewhere in the government service. 

K. You will report for duty at the earliest prac- 
ticable date and your commanding officer 
will advise the Department of the date there- 
of for the completion of the record. 

L. Your record at the Navy Department will be 
closed and your name taken up on rolls of 
activity in the same manner as persons taken 
on through the Board of U.S. Civil Service 
Exalminers. Your rate of pay will be governed 
by the schedule of wages for the activity. 

M. If you are reemployed prior to the expiration 
of the period for which lump-sum leave pay- 
ment was made, you will be required to refund 
the amount received for the balance of the 
period involved, including the tax withheld 
at the time of payment. 
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determined* The employee may be discharged with a minimum of 
red tape during this period* Upon satisfactory completion of 
the probationary period* the employee becomes a permanent 

employee and can be removed from the Federal service only in 

10 

compliance with applicable rules and regulations* 

2* Temporary appointment.— When there are no eligible* 
on a register for any position in which a vacancy exists* and 
the public Interest requires that the vacancy be filled be- 
fore ellglbles can be certified* a temporary appointment may 
be issued until a register of eligible* is established and 
selection be .nade In the usual way. 1 '** 

3* Indefinite appointment*— At the present time 
(May 1951), and since 1 December 1950* the Civil Service 
Commission has directed that all appointments be made indefi- 
nite. This is in order to give governmental agencies flexi- 
bility in employment procedures^/ during the present emergency* 
It is anticipated that the Commission will return to the sys- 
tem of probational appointment as soon as possible* An em- 
ployee holding a temporary appointment may be discharged at 
any time should the labor requirements of the activity 
decrease* Temporary appointments* however* are made through 
the usual employment processes of selection from a register 
of ellglbles* The only difference Is in the type of appoint- 
ment offered* 

1 0 Ibia ., p. 9. 

^*avy Civilian Personnel Instructions* op* clt* * 
Instruction 10* p. 7* 



Induction of the Haw employee 



The next etep In the employment procedure la that of 
inducting the new employee into his new surroundings and on 

the job. There is a growing recognition that the Induction 

12 

process is worth handling carefully. Some means of Induc- 
tion, formal or informal , is carried on at all Naval shore 
activities for new civil service employees. While certain 
aspects are performed by the Industrial Relations Department, 
the departmental supervisors have a definite part to play. 

Why is a good induction program important? The 
following reasons cited by Calhoon^ provide an answer to 
this question: 

1. First impressions, whether favorable or unfavor- 
able, take a long time to erase. The conditioning pro- 
cess receives such a great impetus in the first few 
weeks of employment that an organisation should do its 
utmost to make the new employee feel at home and to give 
him the emotional satisfaction of liking and belonging. 

2. It is an educational opportunity which is soon 
lost. The employee is receptive and since everything is 
so new he can absorb a great deal of properly presented 
material • 

3# Here is the opportunity lor preventive medicine. 
Discipline problems arise through ignorance and mis- 
understanding, Competent explanation starts the new em- 
ployee off with a correct understanding of policies. 

The aims of a good Induction program are to make the 
new employee feel a part of the organisation and to facili- 
tate his becoming a productive employee as soon as possible. 

^Micnsel J. Jucius, Personnel iranareaent (Chicago: 
Richard D. Irwin, Inc., 1947), P* 1V6. 

^Hichard P. Calhoon, problems in Personnel Adminis - 
tration (Hew York: Harper and brothers. Put! i snare," 1449 J 7 
pTUfTT 
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while the induction program will differ from one Naval 
activity to another, most programs will provide for the 
following: 

1. Identification cards and gate passes. 

2. A physical examination. 

3* A complete and understandable explanation of the 
duties of the position. 

4. A discussion of the local organisation structure 
and its relationship to other units of the Naval 
establishment. 

5. A discussion of pertinent Civil Service rules and 
policies. 

6. A discussion of pertinent local rules and policies. 

7. An explanation of the salary system and the vari- 
ous payroll deduction plans--bonds, hospitalisa- 
tion, savings, etc. 

6. A discussion of promotion policy. 

9. A "Cook's tour" of the activity. 

10. Introduction to appropriate supervisors and 
employees • 

11. An offer of aid In solving such personal problems 
as housing and transportation. 

12. A definite attempt to promote the employee's 
feeling of personal participation in the activity's 
efforts. 



As may be seen from the program outlined above, much 
of it may be performed by the Industrial Relatione Department 
as a matter of routine. On the other hand, much of It must be 
done on the operating department level. Hence, it is the 
responsibility of department heads and departmental super* 
visors to see that a definite, well-planned induction program 
for new employees la carried out. It may well mean the 
difference between a dissatisfied employes or a well-motivated 
one. 



Follow-Up 

The final step in the employment process is follow-up 
to see if the lnduotlon program was effective and If the new 
employee Is becoming properly adjusted to his new position 
and surroundings. 

This follow-up may consist of formal or Informal 
interviews by representatives of the Industrial Belatione 
Department, either on the job or in the personnel Office. 
This follow-up must also consist of observation and evalua- 
tion of the employee by his line supervisors and department 
head. 

As a matter of routine, probe tlonary employees should 
be given such occupational guidance as is warranted, and if 
they fail to demonstrate suitability for caresr employment, 
they should be fully appraised and separated before the 
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expiration of their probationary period. 

The attitude with which all this follow-up should be 
done should reflect a spirit of friendly, personal interest. 
This cannot be cone if it is not consciously sought through- 
out the organisation. The department head alone cannot es- 
tablish it, nor the Industrial Relations Department, nor the 
fellow-employees. The process of becoming an effective, 
happy, productive employee requires the sincere and thought- 
ful cooperation of all in management and all the employees. 1 ^ 

Summary 

The process of recruitment and employment, with its 
four steps of recruitment, selection and appointment, induc- 
tion, and follow-up, is probably the most important of the 
personnel management procedures for which the line super- 
visor or executive is responsible. It is here that the 
future of the work force is determined. It is true that 
training and other means of development can do much to Improve 
the work force. But training will not succeed unless selection 
has been good in the beginning. All supervisors must remem- 
ber that in selecting a new employee they are not just 



lk ) 

OIR Newsletter (Washington: Office of Industrial 
Relations, Department of the Navy, April, 1950)* P* 3* 

^Tead and Metcalf, op. clt ., p. 78 . 
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filling vacancies, but should select employees who have both 
the technical requirements to perform the duties of the 
position and also the personnel characteristics to fit Into 
that particular group o 1 employees. 



CHAPTER VII 



PERFORKAKCS EATINGS 

Definition and Value 

Performance rating la the naae given to the service 
rating or merit rating used in federal civil service. A 
merit rating plan has been defined as "a systematic evalua- 
tion of the worth of an individual to the organisation, 
usually made by a supervisor or someone in a position to ob- 
serve his performance."* By providing a periodic record as 
to employee performance, a merit rating plan should objectify 
the application of personnel policies with respect to pro- 
motions, salary increases, leaves of absence, separations, 

2 

and other personnel actions. 

The values which may be contributed by a performance 
rating plan are numerous, and they are of benefit to the em- 
ployee (ratee), to the supervisor (rater), and to management. 
These values may be summarised as follows: 

1. If the performance rating program lias been properly 
presented to the ratees, It can help to increase morale and 



Roger M. Bellows, Psychology of Personnel In Business 
and Industry (Kew fork: p r en t i ce-ii all, Inc., IvW) , p. 23 
2 

Albert H. Aronson, "Service Rating Plans," Readings 
In Public personnel Administration (Chicago: Civil Service 
Assembly of the United Status and Canada, 1942)* p. 109. 
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confidence In the fairness of Navel management . ^ 

2. Performance ratings assist employees by providing 
them with information as to how well they are Individually 
meeting the performance requirements of their jobs and by 
indicating wherein there is room for improvement, 

3* Performance ratings assist the Naval command 
(management) in determining proper action in cases of salary 
increases, in determination of training needs, promotions, 
re-assignments, and actions under reduction in force 
regulations 

4, H?ken grievances arise over promotions, salary in- 
creases, and the like, the availability of a series of per- 
formance ratings which have boon discussed with the employee 
provides management with information that will help to satis- 
fy the aggrieved employees. 

5>. A performance rating plan will improve supervision. 
Supervisors and executives who must periodically rate their 
subordinates, will tend to be more observant of these 
employees, and hence tend to become better day-to-day 
supervisors. 



Bellows, op, clt, , p. 236. 

^Management , An Advanced Course for Naval Reserve 
Supply Corps of i leers (Bayonne, IjTjTT" tE5T Navy supply corps 
School, p. 9d. 

Michael J. Juclus, Personnel Management (Chicago: 
Richard D. Irwin, Inc., 1947)* P* 42f* 
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6* A performance rating gives supervisors a record or 

progress or difficulties, which they should discuss with oaoh 

employee, commending good work, pointing out deficiencies, 

6 

and suggesting possibilities for improvement, 

7* Finally, insofar as the performance rating system 

operates as an incentive, it Is contributing to the ends of 

7 

the whole personnel program. 

In order that all concerned— employees, supervisors, 
top management— may make the most of these values to bo 
derived from the performance rating plan, it is most impor- 
tant that supervisors and executives responsible for the 
preparation of ratings and the administration of the plan 
perform their duties efficiently and conscientiously. 

Performance Rating procedures 

The form used in preparing performance ratings of 
graded civil service employees at Naval shore activities is 
shown in Figure 7« This system of rating became effective on 
29 December 1950* superseding the "Efficiency Rating Plan" 
used prior to that date. 

Official performance ratings of graded civil service 

employees must be prepared at least annually. Each activity 
- 

Paul P Igors and Charles A, Hyers, Personnel Adminis - 
tration (Now York: KcGraw-Hill Book Company, Inc, , 19ht) , 
p, l7l, 

^William R. kosher and J. Donald Kingsley, Public 
Personnel Administration (New Yorki Harper and Brothers, 
Publishers, p. Jjbl* 



PERFORMANCE KATINO FORM 



PERFORMANCE RATING 

NAVE*0S-3?38 (l?-50) 



Hi 

Q 



teJ 



TYPE OF POSITION 

I l GRADED 1 | GRADED NON- 1 1 UNGRADED I 1 UNGRADED NON- 

1 1 SUPERVISORY LXJ SUPERVISORY 1 1 SUPERVISORY 1 I SUPERVISORY 


KINO OF RATING 

G*l OFFICIAL CGI UNOFFICIAL 


NAME 

Jane A* Dos 


RATING PERIOD 

FROM . ll/l/ 00 TO l/ 3l/ 51 


CHECK NO. PAYROLL TITLE 

6043 Cl«rk-Typl*t 


UNIT, SECTION OR SHOP 

Supply Dapt. -Control Mvlalon 


NAHE OF ACTIVITY 

Ik S.Ifara 1 Air Station 


LOCATION OF ACTIVITY 

Colnntoaa 9. Ohio 


- ~ - _ — — • - ' — ■ 



EXPLANATION 



Mark characteristic work performance in each factor. In marking supervisors, also consider effectiveness 
as a supervisor in getting work done. 



I 



I 

i 






f 






DEFINITIONS 

OUTSTANDING -All aspects of performance not only exceeded normal requirements but were outstanding and, 
in addition, deserved special commendation. 

SATISFACTORY - Acceptable performance that met or exceeded minimum requirements. 

UNSATISFACTORY - Performance that clearly failed to meet minimum requirements. 

FACTORS 

Use 0, S, and U to denote Outstanding, Satisfactory and Unsatisfactory performance respectively. Each 
"0" or "U" rating must be supported by supervisor's signed statement attached hereto showing specifically 
and in detail wherein employee's performance was outstanding or unsatisfactory. 

QUALITY OF WORK ( $ ) 

QUANTITY OF WORK ( S ) 

ADAPTABILITY ( S ) 

O 

ADJECTIVE PERFORMANCE RATING 

"0" marks in all three factors, fully supported in writing OUTSTANDING ( ) 

n S\ or "S n and "0" marks SATISFACTORY ( S ) 

One or more "U" marks, fully supported in writing UNSATISFACTORY ( ) 

DEVIATIONS MAY BE MADE BUT MUST BE JUSTIFIED IN WRITING 



~ DATE 



NOTICE TO EMPLOYEE 

BY THIS COPY OF YOUR PERFORMANCE RATING FOR THE PERIOD INDICATED YOU ARE NOTIFIED WHAT YOUR ADJECTIVE RATING IS AND HOW IT IS 
DEFINED. IF THIS IS AN OFFICIAL RATING YOU HAVE A RIGHT TO APPEAL IT WITHIN 30 DAYS AFTER RECEIPT OF THIS NOTICE. CONSULT 
YOUR SUPERVISOR OR YOUR PERSONNEL OFFICER AS TO YOUR APPEAL RIGHTS. 



I 



51-28313 
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may select rating dates that best meet its requirements . For 

example, all employees m ay be rated at the same time, or they 

8 

may be rated on the anniversary of their employment* 

Although the official rating ie only required annually, it is 
a good policy to give the employee a formal rating every aix 
months. 

The performance rating ie prepared initially by the 
immediate supervisor who assigns and in responsible for the 
work of the employee being rated* This supervisor way be 
either a civilian or a Havel officer, depending on the organi- 
sation structure* This rater’s responsibilities throughout 

the rating period have been designated by the Bevy Department 
9 

to include? 

1* Informing employees fully of the performance re- 
quirements they are expected to meet. 

2. Discussing performance with employees on a con- 
tinuing basis* 

3* Fendering reasonable assistance when needed to 
improve employee performance and to strengthen supervisor- 
employee relationships. 

4. Evaluating employees performance fairly and 
accurately in performance ratings in relation to performance 
requirements. 

n 

°fravY Civilian Personnel Xnstruotlons (Washington* 
Office of Industrial Relatione, Department of the Wavy), 
Instruction 130, p. 1. 

9 Ibid., p. 2. 
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5* Informing employees of their performance ratings* 

6. Taking or recommending appropriate action when an 
employee's sustained performance Is outstanding In all 
factors or unsatisfactory In any factor* 

The initial review of the performance rating Is made 
by the higher supervisor who normally controls and Is responsi- 
ble for the work of the rater* Again, this supervisor may be 
either a civilian or a Naval officer* The reviewer is 
responsible for supervising the rater, and In his review, in- 
suring that employee performance has been evaluated as 
fairly and accurately as possible* 10 

After the initial review, the performance rating is 
then submitted to a Performance Bating Board at the local 
Naval activity* This board la composed of three or more 
members (both civilians and Naval officers) arid Is usually 
advised and assisted by the Industrial halations Officer* 

The Performance Bating Board performs the following duties: 11 
1* Reviewing performance rating to assure that the 
requirements and policies of the Performance Hating Plan are 
being oarried out properly. 

2. Approving performance ratings. 

3* Changing performance ratings when in the Interest 
of good administration* 



1 U roc . clt . 
^LjOC. clt. 
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4* Conducting appeal hearings when appeals are made* 
As a&y be seen from the performance rating form in 
Figure 7, each civil service employee is rated on three 
factors, quality of work, quantity of work, and adaptability. 
Each of these factors must be rated on characteristic per- 
formance of the employee, not isolated Instances of 
performance* 

The rater uses the symbols, 0, S, and V, denoting out- 
standing, satisfactory, and unsatisfactory performance 

respectively, in marking the three factors referred to above* 

12 

These objective rating levels may be defined as follows: 
Outstanding -- ail aspects of performance not only 
exceed normal requirements but are outstanding and deserve 
special commendation. Such a rating must be supported by the 
supervisor's signed statement, 

Satisfactory — performance ranging from excellent to 
just above unsatisfactory. This is the level at which most 
employees will be rated. 

Unsatisfactory -- performance that clearly fails to 
meet minimum requirements* Such a rating must be supported 
by the supervisor's signed statement* 

These individual factor marks are converted to an 
overall adjective performance rating of outstanding, satis- 
factory, or unsatisfactory, with the use of the conversion 

12 Ibid., p* 4* 
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table eh own on the rating form. As soon as possible after 
the Initial rating is prepared, the preparing supervisor must 
discuss It with the employee. The rating is then given the 
initial review by the higher supervisor and becomes official 
after final review and approval by the Performance Rating 
Board. A copy is then furnished the individual employee. 

Civil service employees entering on duty at the Hav&l 
shore activity (by appointment, transfer, etc.) are given 
tentative ratings of Satisfactory for the first ninety-day 
period of work. At the end of this time, the employee is 
given a performance rating based on work actually performed.*^ 
Thus this is a part of the follow-up procedure described in 
the preceding chapter. 

The Performance Rating Plan provides that no employee 
shall be given an unsatisfactory rating without a ninety- 
day prior warning and a reasonable opportunity to demonstrate 
satisfactory performance. This warning must notify the em- 
ployee, specifically, in detail, wherein his performance is 
unsatisfactory and how he may improve. ^ He should be given 
any supervisory assistance necessary. 

Employees receiving unsatisfactory or satisfactory 
performance ratings which they consider In error may appeal 
these ratings. An unsatisfactory rating may be appealed, 

13 

Ibid ., p. 5. 

p. 3. 



75 



first, to the Performance Rating Board of the activity, and. 

If the employee is dissatisfied with this deolslon, the rating 
may be appealed to a statutory Board of Review, A satis- 
factory rating may be appealed either to the Performance 
Rating Board or to a Board of Review, but not to both, 
Statutory Boards of Review are established by Regional offices 
of the Civil Service Commission. They consist of three 
members, a chairman, who is an employee of the Commission, an 
employee member, elected by the employees of the Naval 
activity, and a management member from the Naval activity, 1 -* 
Such an appeal system Insures that the employee will receive 
an impartial, carefully considered performance rating. 

Rating Errors and Means of Improvement 

Admittedly, It is very difficult for a supervisor to 
prepare a performance rating which is valid and reliable. 

The following are examples of errors made by supervisors in 
making a formal rating of their subordinates! 

1, Permitting personal likes and dislikes to influ- 
ence ratings, 

2. Over-rating employees with the thought of fore- 
stalling criticism. 

3* Basing ratings on a few recent or isolated inci- 
dences rather than on a sustained, characteristic 

15 

Ibid ., p. 6. 
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performance. 

h. Failing to recognize the difference between ability 
and performance. 

5* Over-rating older employees and under-rating 
younger employees. 

6. Over-rating employees trained by the supervisor 
himself. 

7. Feeling that rating is a nuisance, rather than an 

17 

important management duty. 

6. The halo effect which is forming a general opinion 
of a subordinate and allowing this to influence ratings on 
specific traits. 

9. The generosity error, which is tending to give the 

subordinate the benefit of the doubt, rather than following 

18 

a process of careful evaluation. 

How may raters attempt to correct these errors, and 
give a greater validity to their ratings? The following 
means have been suggested: 

1. Every supervisor should thoroughly understand the 

19 

procedures of the performance rating plan. 

^Frank Cushman and Robert W. Cushman, Imp: ovlng 
Supervision (New York: John Wiley and Sons, Inc • , 191^7) , 

p. 2£6. 

17 

'Mosher and Kingsley, op. clt ., p. l|82. 

^Lee J. Cronbach, Essentials of Psychological Test - 
ing (New York: Harper and Brothers, ^uSXiahers, 19^9), p. 597* 
19 

Cushman and Cushman, op. clt ., p. 226. 
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2. The raters should be thoroughly Instructed in the 
purposes oi the plan, and the values to be derived from it. 

3* Eaters must observe the rates® In terms of the 
factors In which they are rated. 

4* Raters should allow enough time and find a rela- 
tively quiet place to do the rating. 

5* Raters will find it helpful to rate all employees 
one factor at a time, rather than completing one employee at 
a time. 

6. Raters should not allow recent events or isolated 

Impressions which are not typical of the employees' perfor- 

20 

mance to unduly influence the rating. 

7* All judgments must be based on observations of 

21 

concrete action. Mere guessing should be discouraged. 

6. The supervisor must at all times remember the im- 
portance of the rating to himself, to the employee, and to 
the Navy. 



Summary 



The Performance Rating Plan has a most important place 
in the management of Naval shore activities. It is the basis 



20 

Juciua, op. cit., p. 4J*2. 

^Walter D. Scott, Robert C. Clothier, and William R. 
Spriegel, Personnel Management (New York* McOraw-Hill Book 
Company, Inc . , l9i^ )# P • <5>5 • 
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for a number 01 personnel actions* For this reason it is 
important to the civil service employee, to the supervisor, 
and to top management* 

At best, any rating plan is bound to have faults* In 
order to make a rating plan work, the constant effort of all 
supervisory personnel is necessary, not only at rating time, 
but during the entire rating period* It is then that the 
values to be derived from the Performance Hating plan may be 
realised* 



CHAPTER VIII 



PROMOTIONS AND DEMOTIONS 



Introduction 



The two types of labor sources, external and Internal, 
were mentioned In Chapter VI. That chapter discussed the 
external source, recruitment from outside the organization. 
This chapter is devoted to a discussion of the internal 
source of labor, promotion from within. It also Includes a 
discussion of demotions, or changes to a lower graded 
position. A promotion in civilian industry has been defined 
as "an advancing of workers to new positions requiring 
greater ability, involving greater responsibilities, and 
commanding higher pay."^ This same definition of a promotion 
may be applied to such action in the graded civil service. 

The objectives of any personnel action are twofold; 
first, to enable the organization to become more efficient 
in the accomplishment of its service objectives or mission, 
and, second, to enable the employees to accomplish their 
personal objectives. From this viewpoint, then, what are the 
advantages of promotion as contrasted with outside 

^Ordway Tead and Henry C. Metcalf, Personnel Admin la - 
(New York: McGraw-Hill Book Company, Inc., 193577 
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recruitment? These advantages may be summarized as follows: 
1* The use of promotions raises the morale of em- 
ployees because they are thereby given evidence that they are 
preferred over outsiders when good vaoaneiea occur* 

2. Management is in a much better position to evalu- 
ate the abilities of present employees than it can outside 
candidates. 2 

3* Promotions are essential in furnishing an effec- 
tive incentive to initiative, enterprise, and ambition* 

cl* Promotions are necessary as a means of conserving 
proved skills, training, and ability* 

5* A promotion plan is a great aid in attracting 
suitable and competent workers to Naval civil service.^ 

6* A good promotion plan will encourage the able and 
ambitious employees to come to the front and take advantage 
of the training and educational program* 

7* A promotion policy will reduce labor turnovers by 
enabling workers to step up in the organization rather than 
step out when they feel they have reached the limits of their 
particular position*^ 

As with every policy, there are disadvantages as well 
2 

Michael J* Jucius, Personnel Management (Chicago; 
Richard D* Irwin, Inc., 1947)* p. 127 • 

^Gordon S* Catkins and Paul A* Dodd, The Management 
of Labor Relations (Hew York: McGraw-Hill Book Company, Inc*, 

TOsTTp. 

^Tead and Metcalf, op* clt* . p* 208* 
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as advantages. The disadvantages of a policy of projection 
from within have been cited as follows i 

1. The danger of " inbreeding Fromotions fail to 

bring "now blood" into the organisation except on the lower 
levels. 

2* The policy of promotions breaks down in periods 

d 

when large numbers of vacancies occur or are created* 

3* A blind adherence to promotion may load to the up* 
rati in* of unqualified employees*, or to political favoritism 
within the organisation. 

Despite these disadvantages, the many personnel advan- 
tage# to the organisation which may be derived iron a plan 
for promotion from within, have made it recognised as a 
basic policy in good personnel management. 

Naval Civil Service Promotion Policies and Procedures 

The Kavy Department has long recognised the desira- 
bility of promotion from within, indeed, many capable Naval 
civilian administrators are people who "started at the 
bottom." The Navy’s policy on promotion of graded civil 
service employees has been well statad in the following! 

Kavy Department policy in regard to promotions is 
to provide employees with opportunities for advance- 
ment by promotion or reass ignzaent to positions for 
which thoy aro best suited, thereby obtaining maximum 

5 

JTuclua, op. olt ., p. 12o. 
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utilisation of employees' skills and qualifications. 

If persons aro squally qualified, first consideration 
In filling vacancies is given to employees in the 
immediate activity. Other factors being equal# length 
of service should govern selections for promotion. An 
outside candidate Is hired only after the qualifica- 
tions of all available candidates within the activity 
have been reviewed and it is considered that the out- 
side candidates* qualifications are superior to those 
ol any candidate within the activity .6 

In order to carry out the general promotion policy# 
the Office of Industrial Delations has directed that local 
Kaval shore activities carry out the following specific 
actions:^ 

1. Establish a competent training end employee de- 
velopment program to prepare employees for greater responsi- 
bilities. Such a program may include on-the-job training# 
work simplification training# instructor and conference 
leader training# supervision development# professional de- 
velopment# executive development# and other miscellaneous 
courses • 

2. Establish in writing the local promotion policy 
which will be consistent with the general policy described 
above . 

3* Wherever promotional opportunities occur# em- 
ployees In the direct line of promotion must be given 



^personnel Administration (Washington: Bureau of 
Paval Personnel# Department n'l" Ine Davy# 191^9)# p* 56. 

%&y y Civilian Personnel Instruction?* (Washington; 
Office oi Inaua trial R ela tions # bepartaaent of the Navy)# 
Instruction 160, p. 1* 
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consideration. 

k» Qualification requirements for promotion raust be 
established in terra* of the kind and quality of work to be 
performed. 

S* The standards employed in selection taunt be 
equitably and universally applied regardless oi the source of 
the candidate. 

6. Every effort must be made to rsleaae employees 
selected for promotion within a minimum time consistent with 
good administration. 

It may bs sesn then* that for a civil service employee 
to be promoted he wist meet all the qualifications oi the 
higher position* that is for education* experience* etc. 

The employee may often have to take a written test as further 
demonstration of ability. Also* in some instances a minimum 
length of service is required In a lower grade before 
promotion. 

As was discussed in an earlier chapter* the positions 
are classified and not the employees* thus although employess 
may receive periodic *' within grade" salary increases while 
In the same position* to be promoted in the sense of the 
definition given earlier, the employee must do one of two 
thin w ?: 

1. Move to a position with a higher classification. 

2. Have hla own position reclassified In a higher 
as a result of an increase or change in the duties of 



the position. 

The basic responsibility lor promotions lies with t be 
line departments, with the Industrial (.elation a apartment 
rendering advice and assistance In a staff capacity • Thus 
the line supervision should initiate a promotion recommenda* 
tlon subject to fhe approval of the head of department, who 
should check on the fairness of promotions and insure that 
the Kavy policy is cons latently administered. In this, of 
course, tho Industrial Halations Department can be of great 
help. The Industrial Halations Department also is responsi* 
ble for the "paper work" involved, such as changing records, 
securing commission approval if necessary, etc. 

The employee is officially informed of his promotion 
by a "Hotlfication of personnel lotion," an example of which 
is shown in Figure 6. It is important, in the Interests of 
good supervlaor*employee relations that the employee be 
Informed unofficially by his Immediate supervisor. The 
supervisory personnel are also responsible to see that the 
employee is properly inducted into the new position. £ome 
of the induction steps discussed In Chapter VI will also be 
necessary and appropriate in the case of a promotion to 
another position. 

Demotions 

Occasionally, in the Interests of good administration, 
and to promote the efficiency of the Havy, it may be necessary 



NAVY DEPARTMENT 



STANDARD FORM SO C6 PARTS 3 

OCTOBER 1949 
PROMULGATED BY 

CHAPTER R " 1 * FEDERAL PERBONNEL MANUAL 
U. S. CIVIL SERVICE COMMISSION 
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NOTIFICATION OF PERSONNEL ACTION 



1 . NAME CMR. — MISS — MRS. — DNE GIVEN NAME, INITIALC s3, AND SURNAME] 


2. OATE OF BIRTH 


3. JOURNAL OR ACTION NO. 


4. OATE 


Mlas._Jane_ A.. Poe 


2 / 18/19 


425 


5 / 25/51 


This is to notify you of the following action affecting your employment subject to provisions on reverse, par. 


5. NATURE OF ACTION CUSE STANOARD TERMINOLOByI 


6. EFFECTIVE DATE 


7. CIVIL SERVICE OR OTHER LEGAL AUTHORITY 


. Promotion 


5 / 12/51 


c 

1— 

i 

cc 

1 

& 

c 

; 


FROM 




TO 





Clerk- Typist 






B. POSITION TITLE 


Clerk-iypist 


GS-2, $>24:50 p«£i* 




9. SERVICE, SERIES, 
GRADE, SALARY 


GS-3, $2650 p.a. 


Supply Dept., Control Div., 
Receipt Control and Procurement 


IQ. ORGANIZATIONAL 
DESIGNATIONS 


Same 


Section 












U.S. Naval Air Station 


1 1. HEADQUARTERS 


Same 


Columbus 9, Ohio 


DEPARTMENTAL 








^ FIELD 




12. FIELD OR DEPT’L 




£ FIELD 





DEPARTMENTAL 



13. VETERAN’S PREFERENCE 



NONE 


WWII 


OTHER 


S-PT. 


1 D -POINT 




NEW 


VICE 


I.A. 


REAL 










DJSAB. 






X 









14. POSITION CLASSIFICATION ACTION 



1 S. 
SEX 



1 6. 


17. APPROPRIATION 


1 a. SUBJECT TO C. S. 


1 9. DATE OF APPOINT- 


RACE 




RETIREMENT ACT 


MENT AFFIDAVITS 




from: 


EYES — N 03 


CACCESSIDN5 ONLY3 




to: A & F, Navy, 1951 


Yes 





20. LEGAL RESIDENCE 
Jfcl CLAIMED □ PROVED 



state: 



Ohio 



21. REMARKS: THIS ACTION IS SUBJECT TO ALL APPLICABLE LAWS, RULES, AND REGULATIONS AND MAY BE SUBJECT TD INVESTIGATION AND APPROVAL BY 
THE UNITED STATES CIVIL SERVICE COMMISSION. THE ACTION MAY BE CORRECTED OR CANCELLED IF NOTIN ACCORDANCE WITH ALL REQUIREMENTS. 



(1) In retention Group B for purposes of reduction in force. 

(2) Permanent employee within the. meaning of the leave regulations. 

(3) Entitled to receive periodic within-grade salary advancements and 
additional within-grade salary advancements as awards for superior 
accompl ishraent . 

(4) Not subject to displacement under Section 10-112 of the Civil Ser- 
vice Regulations until such time as the Commission determines that 
displacement will not interfere with the national security or the 
foreign assistance program. 



ENTRANCE EFFICIENCY RATING: 



22. SIGNATURE DR OTHER AUTHENTICATION 



1. EMPLOYEE COPY 



U. S. GOVERNMENT PRINTING OFFICE X 1949 



8B2248 



Paragraphs printed below are applicable to this action only if so designated on the reverse side hereof. 



A. This appointment is subject to a probation- 

l. ^ 4 ,1 t. ..C kl.* J* 

ary period of one year. 

•T* I ■ v • * : j j • • 7 

B. New • appointees' must' have, executed Stand- 
' ai*d F6rm No /61 and -Entered "on duty before 

any payment of salary can be made. 

*. : ^7ox*ri -- ” . T * >. 'TAWV 

C. You do, not, by, this> 'action, acquire a rcom- _ 
/ petitiyeg status, or, ,7 except . as previously - 

> gran,ted>3 Tbecoi^e, -eligible for any* other. posi- 
tion or duties. 

D. Reassignment at your present rate of pay is 
not considered justifiable, as.it would not 
be conducive to the best morale of the office 
to which you are being assigned. 

E. This reassignment is issued with the under- 
standing that you will be relieved of all 
Group IVb duties, and will be assigned duties 
strictly within the scope of the Group to 
which you are being assigned. 

• • LV 

F. You will report for duty in the Department 
and Section/Shbp shown in Item 10 (on re- 

- verse 'side hereof) on the date shown in Item 



c* * 

T 



6 (on reverse side hereof). 

?c a : : ou 



G. 



submit 



^ You ^Were^af forded an opportunity -to 
a- -statement In^ your .. Own. behalf. However, 
your statement is not considered a satisfac- 
tory explanation for the charge preferred. 

H. 0 You wel-e^ afforded an opportunity to submit 
a statement in your own behalf but failed to 



T f L. r — ** ^ T 
.jJ 1 '1 ■ f 



r rcjjo- 1 ou 



avail yourself of this opportunity. 

I; Ybu are advised of yoi/r right to submit, with- 
in- 6 'months from date of removal, a sworn 

• ' ^statement to the appropriate Regional Office 
of the Civil Service Commission setting forth 
fulfy and in detail the facts 'Surrounding your 
removal. 'The Commission may within its 
? discretion make investigation to determine 
your eligibility * for reinstatement insofar as 
suitability and fitness are concerned. 

J. No objection is interposed to your employ- 
ment elsewhere in the government service. 

1 ti n , j * • 

K. You will report for duty at the earliest prac- 
ticable date and your commanding officer 
will advise the Department of the date there- 
of for the completion of the record. 

I 

L. Your record, at the Navy Department will be 
closed and your name taken up on rolls of 
activity in the same manner as persons taken 
on through the Board of U.S. Civil Service 
Examiners. Your rate of pay will be governed 
by the schedule of wages for the activity. 

M. If you are reemployed prior to the expiration 
of th£_period for which lump-sum leave pay- 
ment' was made, you will be required to refund 
the amount received for the balance of the 
period involved, including the tax withheld 
at th;ej 4 jitie of .payment. 
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to demote a civil service employee. A demotion le Lno 
opposite ol a promotion as defined above* That is, it la 
moving the employee to a position requiring leas ability, 
involving fewer responsibilities, receiving lower pay, and 
in a lower grade. 

Generally speaking, graded civil aervlce employees 
are demoted cs a result ol one of the following act Iona; 

1. Their present position la reclassified and 
assigned to a lower grade. However, in such a situation a 
strong attempt is usually mace by tha It aval activity to re* 
assign the employee to a position in the higher grade. 

2. The employee is reassigned to a position in a 
lower grade as a result of disciplinary action* The subject 
of disciplinary action will be discussed in Chapter X* 

3* Zn connection with a general reduction in the 
labor force, the employee in moved to a position in a lower 
grade* In such a situation, the employee may be glad to 
acoept a demotion rather than a complete dismissal* 

4* If the employee receives on "unsatisfactory* per* 
formanoe rating, the performance fating Act of 1950 requires 
"removal from the position in which unsatisfactory perfor- 
mance was rendered. This usually results in a demotion or 
a dismissal* 

Thus, as in the case of a promotion, a demotion re- 
quires that the employee be reassigned to another position* 

Hid . . Instruction 130, p. o. 



Summary 



Tho requirements o £ sound recruitment uaa pine ement 
hare barn but partially mot when the boat available ctmui- 
dates havo been recruited into I? a vex Civil Service. 9 There 
must be an opportunity lor employees to develop and advance. 
This need is filled by an adequate promotion policy. 

The organisation and administration cl the bevy’s 
promotion and demotion plans is a great responsibility of 
all supervisory personnel, both civilian and bavai officers. 
Is with any personal action, these must be performed with 
Intelligence, insight and Judgment. Supervisors must use 
all aids at their disposal (such as Performance Eatings) to 
make intelligent, fair and consistent decisions. This is 
necessary to promote greater efficiency Xn the Havel service, 
and to provide greater job satisfaction for the employee. 



^William £. Mosher and J. Iona Id Kingsley, Public 
Personnel l Calnlstratlon (Hew Yorks Harper and Brother*, 
Publ Inhere, , p. • 



